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WICHE Is a public agency through which the people
of the West work together across state lines to expand
and improve education beyond the high school.

HISTORY:
was created to administer, the Western Regional Education
Compact, which has been adopted by the legislatures of all
the 13 western states.
was formally established in 1951, after ratification of the
Compact t',iy.five state legislatures; program activities began
in 1953.

ORGANIZATION:
is composed of 39 Commissioners, three from each state,

appointed by their governors; they serve without pay.
is served by a small professional staff, supplemented by con-

sultants, councils, and committees.

PURPOSE:

seeks to increase educational opportunities for western youth.
assists colleges and universities to improve both their aca-
demic programs and their institutional management.

aids in expanding the supply of specialized manpower in the
West.

helps colleges and universities appraise and respond to
changing educational and social needs of the region.
informs the public about the needs of higher education.

PROGRAM AND PHILOSOPHY:
serves as a fact-finding agency and a clearinghouse of infor-

mation about higher education and makes basic studies of
educational needs and resources in the West.
acts as a catalyst in helping the member states work out
programs of mutual advantage by gathering information,
analyzing problems, and suggesting solutions.

serves the states and institutions as an administrative and
fiscal agent for carrying out interstate arrangements for edu-
cational services.
has no authority or control over the member states or
individual educational institutions; it works by building con-
sensus based on joint deliberation and the recognition of
relevant facts and arguments.

FINANCES:
is financed in part by appropriations from the member states
of $28,000 annually; the states also contribute $7,500 each to
participate in a regional program in menial health, mental
retardation, special education, corrections, rehabilitation, and
the helping services.
receives grants and contracts for special projects from private
foundations and public agencies; for each dollar provided by
the states during Fiscal Year 1974, WICHE will expend ap-
proximately $11 from nonstate sources; in the past 18 years,
grant and contract commitments have exceeded $29 million.

Chairmen of WICHE
1951.53 Dr. 0. Meredith Wilson Dean, University College, University of Utah
1953.54 Dr. Tom L. Popeloy President, University of New Mexico
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The purpose of the biennial WICHE Legislative
Work Conference is to provide a forum for topics of
mutual concern and to Strengthen communications and
undet,anding among western legislators, government
officials, and educators. Toward this end, such confer-
ences have focused on topics as varied as campus
unrest and modern university management techniques.
En the past, the format of these meetings has been
based on papers presented by outside consultants and

staff members.

WICHE's Eighth Legislative Work Conference was
different. The events of the last decade and the chang-
ing attitudes of students, faculty, administrators, and
a host of government officials have created uncer-
tainties in the future of postsecondary education. The
task of. WICHE is to provide programmatic solutions
to the needs of the West as a region. But because the
thrusts and emphases of the future are so fluid. WICHE
decided that this conference offered a timely oppor-
tunity to listen to one of its most important constitu-
encies legislators and state officials. So, in contrast
to the more directive efforts of past conferences, this
conference focused on the opinions of the participants.

Specifically, using a social research approach known
as the Delphi technique, WICHE sought to determine
how state legislators and officials conceived the major
needs and issues of postsecondary education in the
West and to reach some consensus as to the relative
importance of those issues and needs vis-a-vis each
other. The final results of this approach are presented
in the first section of this publication. It is hoped that
this will prove helpful to the participants in their
consideration of educational problems in their own
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Foreword

states. ft will certainly help the MGM Commissioners
to guide and shape WICHITS future program de-
velopment.

Three papers were presented at the conference.
They Were designed to stimulate thought and imagina-
tion, not to persuade. WICHE is grateful to Senator
Lynn Newbry, Dr. Sterling MeNturrin, and Dr. Ben
Lawrence for these contributions, which are printed
herein.

The conference was held in Phoenix, Arizona, in
December 1973, There, for three days, more than 175
of the West's leading decision makers in government
and higher education probed, discussed, and traded
opinions on the future of postsecondary education. The
interchange of viewpoints occurred both in the official
meetings and in informal conversations when the con-
ference was not in session. The fruits of these discus-
sions are set forth in the pages of these proceedings.
We feel that they not only provided WICHE with the
thinking of one of its major constituencies, but that
they also led conference participants to deeper reflec-
tion about the future needs of postsecondary education
in their home states.

We would like to extend our special thanks to all
those who took time from their busy schedules to par-
ticipate and to those who helped by chairing the dis-
cussion groups.

This publication is to he distributed to all legislators
and college and university presidents in the West. We
hope it will help call attention to some of the future
needs of postsecondary education which will be their
joint concern in the next decade.

SW14,1,.

Robert H. Kroepsch
Executive Director

Western Interstate Commission
for Higher Education



Overview of
the Conference

WICHE's Eighth Legislative Work Conference was
held in Phoenix. Arizona, from Sunday afternoon.
December 9, 1973. to Tuesday noon, December I I.
During that time, more than 175 state legislators. state
officials, educators, WICHE Commissioners and staff
concentrated on the future of postsecondary education
in the \Vest and the principal needs and issues related
to that future.

The conference began during the registration period
on Sunday afternoon. While participants were settling
into the hotel, and picking up their Materials, WICIll
Commissioners and staff were available in the Conven-
tion Lobby. to discuss WICIIE programs and activities.
In addition, a special slide show on the WICIIE Stu-
dent Exchange Program was presented several 'rues
during the afternoon.

The 'first session was opened at a dinner meeting
by Commissioner William E. Davis, Vice-Chairman of
WICIIE, and President. Idaho State University. Greet-
ings from the Commission were brought by Dr. Richard
A. lfarviil. President Emeritus, University of Arizona.
and from the State by Sam Flake, a former Arizona
legislator. representing Governor Jack Williams. Then
keynoter Senator Lynn Newbry of Oregon enumerated
some of the uncertainties faced by postsecondary edu-
cation in the \Vest and the importance of approaching
the problems with thoughtful cooperative planning.

The participants already had an idea of what their
rote would he for the next two days, for they had been
thinking about the problems in their own states long
before registration. lxiost bad already taken part in two
rounds of the future-forecasting Delphi survey, which
was to become the backbone of the Conference. In the
first round, each had sent in a list of what he or she
thought were the five most crucial issues and needs
facing the state. In the second round. each had rated
a consolidated list of all the first-round responses. This
round of 67 items had been completed just before the
Phoenix meeting and had been statistically analyzed
in order to determine what issues of postsecondary
education most concerned western legislators.

The priority items according to the preliminary
Delphi results were centered on administrative ques-
tions. particularly planning. evaluation. and cost-benefit
analysis. But among the other top items were needs
and issues related to declining enrollments, transfers
of credits, tenure and unionization, minority inclusion.
community colleges and vo-tech centers, curricular

revisions, high school counseling, manpower in allied
health fields, interinstitutional cooperation, improve-
ment in the quality of teaching, federal funding policies,
corrections, continuing education for professionals. and
a host of other subjects.

When the second session began early Monday
morning, the participants joined their assigned small
discussion groups and analyzed a selected. number of
these needs to develop ways in which they might be
met. They also evaluated each need in terms of the
future and the problems the needs might create if left
unattended. All in all, some 40 of the 67 items were
discussed in this manner.

Although the small-group discussions continued
throughout the day. they adjourned for lunch and lis-
tened to Dr. Sterling McMurrin. Dean of the Graduate
School, University of Utah. and former U.S. Commis-
sioner of Education, present a paper on The Pros and
Cons of Tenure. Comments on his paper were then
offered by three western legislators: Senator'Joe Shoe-
maker of Colorado. Representative Lemon Malry of
New Mexico, and Senator Gordon Sandison of
Washington.

Late in the afternoon, when the groups disbanded
to talk further with WICUIE Commissioners and staff
in an informal environment, each group chairman
drafted a report which summarized the discussion of
his group. During the evening, staff members correlated
and condensed these reports. The following morning,
the summaries were reported to the entire conference
by staff members Dr. Kevin P. Bunnell; Robert Stub-
blefield, M.D.; and Gordon Ziemer.

After listening to the reports and debating some of
the points, participants completed round three of the
Delphi survey, They answered the question: "flow im-
portant do you believe each need is in the \Vest?"
Later at lunch, Dr. Ben Lawrence, Executive Director
of the National Commission on the Financing of Post-
secondary Education. and Associate Director of
WICFIE, presented a Summary of the Findings and
Proposals of the National Commission on the Financ-
ing of Postsecondary Education in the United States.

Dr. Glenn Terrell, President, Washington State
University, and WICHE Chairman, adjourned the
-meeting. expressing the hope that the conference helped
regional cooperation among western legislators and
educators with the aim of meeting the educational
challenges of the future.

V
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Legislators and
Postsecondary

Education in the West
Summary Based on Legislative Survey Results

and Conference Small-Group Discussions

Cr. John M. Cohen

Special Assistant for Program Development WICHE

For the first time ever has been able to hate
it sampling of the views. of %system /cc:is/weirs and
slate ofThialv on the present and future needs of post-
sCCOndarY education itt fife West, Thiv information!
was produced hr the legislative Delphi surrey', which
wag the basis of rise Lec,,isfritil e Work Conference
,r0,1 11?: ,,q(!!!-:,r0ap discus.sions held during the con-
ference. Whoa the nett few pages hope to rupture is
the major themes that marked the conference and
the varying siesvp,sinte that surrounded those themes.

Education and the Legislature

A century ago westerners expected little help from
their state and territorial governments. Men relied on
themselves or a few friends to clear the forest, plant
their fields, and build a new life in the frontier. Towns
grew as a collective result of individual human initia-
tive and rational self-interest. When territories became
slates, they were active in only such endeavors as main-
taining the rough rural roads, providing fundamental
education for settlers' children, and maintaining demo-
graphic records on birth, marriage, and death.

Even as late as 1920, state functions were simple
in structure and few in number, They focused on the
regulation of business and utilities, the enactment of
laws governing commercial transactions and crime, the
supervision of local government units, and the control
of state colleges and universities. These more simple
days are reflected in the fact that the combined reve-
nues and expenditures of local government units far
exceeded the budget of the state they were in. As far
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as higher education was concerned, relatively few peo-
ple went to college or university. Local government
units served the community by providing the one-room
school with its minimal offerings of programs, fre-
quently run by teachers who were poorly trained,
underpaid, and largely inexperienced but often highly
dedicated. Their primary goal was to teach a rural
population the fundamentals of the three Rs and a
few social skills.

Within the last fifty years all this has changed, and
most rapidly within the last decade. During this period,
the activities of states have expanded at a far greater
rate than those of local government, and the latter
have come to rely more heavily on the financial assis-
tance of the states. In some cases they have surrendered
local functions to institutions of state government. For
example, most states now carry the burden of public
welfare, a function that long ago was almost exclu-
sively within the prerogatives of local units. As time
went on, activities relating to water supplies, pollution
control, and communicatiou infrastructures came under
state control by virtue of the inability of local units
to find solutions to what are essentially state or re-
gional problems. States are rapidly expanding their
concerns to primary and secondary education, an area
once financed primarily by local property taxes paid
to the school district. Finally, state legislatures and
officials have increased their influence by providing
grants-in-aid to local units while maintaining control
over financial resources and controlling the ability of
local units to expand their own resource bases.

1



In short. state government has expanded as the
problems of urban. industrial life overtook the rural
society that flourished before the turn of the century.
Today, the existence of a specialized, interdependent
economy balanced between urban .and rural concerns
has led to the concentration of state budgetary re-
sources on highways, education, natural resource con-
trol, health and hospitals, public welfare, and housing.

Let's look at education. Children who once left
school at an early age to enter agricultural life now
continue in school and look to the state to provide
quality college or university education. Moreover, the
simple education that prepared one for rural life is no
longer adequate. I'oday, farmers and ranchers must deal
with business law and modern agrarian technology.
Now complex machines, computers, engines, and elec-
tronic equipment demand investment in technician
training programs in many fields based on elaborate
physical facilities. Perhaps most important. the goal
of higher education is no longer limited to the wealthy
or the exceptionally bright and has become a recog-
nized goal of nearly everyone.

Today' the field of education demands large com-
mitments of manpower and fiscal resources. It is only
one of many fields of state activity competing for lim-
ited state revenues. State legislators in particular bear
the harden of this competition as they allocate public
revenues to various fields. This function is time-con-
suming, intricate, and full of frustration. Legislators
must master a number of substantive fields to establish
their financing priorities and those of their constitu-
encies. The scope of this burden ranges over such
diverse state needs as transportation. public health.
education, welfare services. economic regulation. am!
publie safety.

Problems, Finances, and Solutions

Educators are well aware that state funds are lim-
ited and that education programs are in strong com-
petition for funds with other areas of state responsi-
bility. This is particularly well recognized at WICIIF.
an organilation with a mandate to serve not one state.
but thirteen. Recognizing that great changes have oc-
curred in postsecondary education during the last dec-
ade and that resource. should be expended in response
to regional needs having the highest priority. the
WICIIE Commission is currently engaged in an effort
to find and define priority needs.

The Delphi survey and the conference discussions
yielded a wealth of information in this search. As
expected, the range' of discussion was broad and di-
verse. In order to give some systematic organization
to all this raw data a number of need categories were
produced. These categories are discussed in the rest
of this summary.
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The postsecondary education needs named in the
survey doubtless constitute some of the principal areas
in which states and their educational institutions should
concentrate the efforts of their staffs and a substantial
portion of their resources. Wherever appropriate in
this effort, MOW. is ready to extend its aid. There
may, of course, be other priorities not included in the
material presented here. WICEIF is actively searching
for these needs through additional Delphi surveys in
different sectors of society and through the activities
of staff research and the ongoing deliberations of
WICHE's Committee of the Future. This search is

reflected elsewhere in these proceedings. One final
point must he remembered. The areas covered here
accurately reflect the concerns and priorities of those
legislators who attended the Legislative Work Confer-
ence, but they are not necessarily definitive or all-
encompasAng.

Change and the Establishment of
Postsecondary Education Goals

The two central themes of the Legislative Work
Conference related to change and goals. 'Nearly all
participants were aware that some. long-established
patterns o:' education beyond the high school have
been altered by new social demands and conditions.
Coupled with this recognition was the realization that
the future is uncertain and that it is difficult to predict
the' postsecondary education trends of the next decade.
Rut instead of waiting to react to future pressures
generated by the process of change. most participants
favored establishing goals that educators could use to
guide and direct postsecondary education and to formu-
late a rational response to emerging needs and demands.

Most of the legislators were of the opinion that
these goals should he based on the specialized knowl-
edge of educators. However. a minority of legislators
thought that legislatures should establish goals on their
own initiative. They felt that postsecondary education
should not he given any greater autonomy than other
state-run activities, such as public welfare or public
safety. Nearly all the legislators. however, agreed that
if educators should fail to establish goals to guide their
own future, the general public. sill eventually force the
legislature to undertake that task.

After the recognition that the postsecondary edu-
cation sector is undergoing change, that it is creating
a number of problems demanding solution, and that
solutions cannot be generated without a clear set of
long-range goals, the task hecomes one of determina-
tion of issues. problems, goals, and possible solutions.
Conferees discussed a wide range of subjects that re-
late to this task,

Productivity and Accountability
It became clear during the conference that state



legislators want to be able to evaluate whether or not
institutions of postsecondary education are economic,
efficient, and productive. in particular, they want to
be able to determine in,some meaningful way whether
the cost of supporting education is balanced by a de-
sirable level of benefits and achievements generated by
educational institutions for the state's students and
general population.

The conference participants were of the opinion
that in order to analyze productivity and to hold insti-
tutions accountable for their activities they must have
relevant information. Numerous conferees commented
that they did not believe their state legislatures were
receiving sufficient information. Many went further
to charge that frequently educators were reluctant to
provide full disclosure of data 'ieeded by state legis-
lators to make funding decisions. And their general
feeling was that this information vacuum is common
to all institutions of postsecondary education, front
university graduate programs to vocational and tech-
nical centers.

Since legislators often benefit from the use of man-
agement tools in other fields of legislative activity, they
want them for postsecondary, education. too. in par-
ticular. they favor the development of a methodology
for gathering and ordering information relevant to such
subjects its enrollment projections. workloads, budgets,
productivity, educational' quality. and other collect-11S
about performance in postsecondary education. The
need for such information and techniques for evaluat-
ing it was raised again and again during the conference.

Most legislators feel that the application of basic
performance-auditing techniques should be the respon-
sibility of the institutions. Apparently. they simply want
a means to assure themselves and their constituencies
that the state education system is productive, efficient.
meeting the taxpayers' needs, and serving the state to
the fullest extent possible.

Legislators attending the conference were not fully
satisfied with present management tools. If anything.
they find them too complicated. Another problem is
that few have access to adequate staff analysis and
evaluation of data produced by such tools. Since many
are willing to leave the complexities of performance
auditing in the hands of educators, they are primarily
concerned with having techniques that provide only
the information essential to evaluate performance and
accountability. That is. they want straightforward in-
formation evaluation techniques that do not require
them to be systems analysts and that are easily ac-
quired by freshmen legislators. On the other hand.
they recognite and support the need to develop ex-
tensive management systems for internal use by post-
secondary education institutions and state coordinating
boards, and they support such development.

Legislators and
Postsecondary

Education

Finally, legislators expressed some pessimism .)out
the ability of the postsecondary education apparatus
to reorient toward accountability and productivity. B t
they do think that the statewide coordinating boards
provide a key to increasing accountability. Legislators
generally believe that the power of statewide boards
over educational institutions should he increased, aided
by new management information systems, In addition,
they look to organizations like NCEIEMS at WICIIE
to provide techniques for developing comparative in-
formation. In this regard, many conferees were con-
cerned that if the benefit side of the cost/benefit
equation were not made operational, there would be
nothing to "performance audit." Participants continu-
ally pointed out the difficult problem of evaluating
educational outputs, the relative quality of education,
and the benefits education produces for the student
and the community.

Duplication and Cooperation

Western legislators attending the conference were
particularly concerned with unnecessary duplication of
programs and institutional failure to take the initiative
to terminate obsolete programs: Unnecessary is a key
word here, for the participants recognized that a uni-
versity requires a balanced community,of disciplines
to provide an atmosphere of creative interchange and
to stimulate students in a variety of fields. What legis-
lators are reluctant to see occur is the establishment
of programs of great specialization that require costly
facilities provided elsewhere in the state or region.
They don't want funds spent for the duplication of
facilities that are not in great demand. One example
of such duplication is special library collections, and
many legislators think their cost could be saved by
increased interlibrary cooperation, networking. and ex-
pansion of regional library loan programs. Legislators
also think graduate student exchange programs could
free funds to meet other pressing institutional needs.

As for obsolete programs, general opinion was that
low enrollment is not necessarily a sign that a program
should be terminated. For example, a program with
a few excellent students was thought by many legis-
lators to he more desirable than a program with many
unqualified students. Since this recognition raises diffi-
cult evaluation problems. most conference participants
appeared reluctant to use their legislative power to
terminate programs or to force curricular changes
within specific units of postsecondary education. Never-
theless, the message was clear: increasingly, legislatures
will expect postsecondary institutions to take the initia-
tive in reevaluating programs to promote productivity
and efficiency in course offerings, Some legislators in
the small-group discussions made it quite clear that if
reevaluations do not occur, legislators may feel forced
to take it upon themselves or to grant such a mandate

3



to state coordinating boards. But such action was not
generally seen to be in the interests of self-directed,
autonomous, and diverse postsor,ondary education insti-
tutions; and conferees also hoped that educators would
solve this problem through their own internal action.
Legislators v'uld welcome institutional initiatives in
this area.

Relationship of Academic Freedom and Tenure

Over the two days of conference discussion, most
legislators agreed that tenure as an institution needed
to be drastically changed. Dissatisfaction with tenure
was expressed in many ways. Legislators were of the
opinion that the quality of teaching under the protec-
tion of tenure may tend to become indifferent and
even to deteriorate. Also, they argued that tenure
becomes a barrier to administrative flexibility and pre-
vents the introduction of such educational reforms as
innovative programs. the merging of existing ones, or
the abolition of obsolete ones. in short, the future of
postsecondary education depends on flexibility, and
tenure in some ways is a hindrance.

Conference participants were reluctant to impose
"tenure quotas" on institutions or departments. How-
ever, if no efforts are made by institutions to deal with
this problem, sonic legislators will begin to demand
that solutions he imposed by outside political fiat.
Unions and collective bargaining were not favorably
viewed as possible solutions to this problem. Many
legislators believed these approaches might preclude
more than minimal qualitative standards and would
provide administrators with little help in dealing with
possibly substandard faculty members.

improved methods for evaluating faculty perfor-
mance were desired by many conference participants.
On this point, most thought that publishing and teach-
ing were equally important. Specifically, they favored
balance wherever possible. They recognized that sonic
institutions were more research-oriented and others
more teaching-oriented. Their basic concern was that
the costs match the productivity. Although they were
willing to leave decisions on productivity up to the
institutions, they wanted to be able to study compara-
tive productivity information. And since they thought
teaching was important, they tended to be favorably
disposed toward faculty development programs and con-
tinuing education for those in the leaching profession.
Finally, many thought community service was as im-
portant as research in evaluating faculty performance.

Student Finances

Throughout the conference, concern was directed
toward the related issues of student needs. tuition
levels, and maintenance of educational opportunities.
The discussion of these topics made it clear that legis-
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lators see students and parents as among theit most
important constituencies. They have given much thought
to the difficult financial problems involved, and readily
admit that, like educ%Itors, they bare Yet to develoP
a range of equitable solutions,

The majority of legislators began by supporting
the need to continue low tuition levels in state-supported
institutions, since the object is simply to provide learn-
ing opportunities to all the youth of the state, and not
just those whose families have high financial income.
However, many conferees ..vere swayed by a number
of cogent comments presented by their fellow legislators.

Specifically, some argued that higher tuitions at
public schools were essential to keep private schools
viable. Behind this view was the recognition that pri-
vate schools not only provide different types of edu-
cation desired by sonic state citizens. but also may be
able to be more innovative or progressive since they
are not subiect to all the political pressures common
to legislative funding, Those legislators who advocated
higher tuition recognized the dilemma of the poor, and
proposed compensation through increased scholarship
and student loan programs. On the other hand, many
legislators argued the need for alternative approaches,
noting that higher tuition places greater financial bur-
dens e.1 ti.e middle class, who constitute the bulk of
students in state-supported postsecondary education.
Others argued that private education could be given
indirect aid. Most legislators agreed that additional re-
search and analysis must be done before tentative solu-
tions to this difficult problem can be reached. They
welcomed Dr. Lawrence's report (printed here) as a
major contribution toward clarification of the complex
issues at stake.

Open Admission and Counseling

One specific problem that demanded attention was
the transfer of credits. Because of the high mobility
in American society, students may attend many differ-
ent institutions. There is a need to insure that students
can transfer earned credits (and more importantly
paid for) from one .institution to another institution.
It was argued that legislatures have an obligation to
the taxpayers to see that credits have a "common cur-
rency" valuation among institutions. Once again legis-
lators indicated that institutional initiatives in this area
would obviate the necessity for legislative intervention;
however, people will appeal to legislatures if institu-
tions are unwilling to work together in solving this
problem.

Side by side with the issue of credit transfers are
those of counseling and access. Better counseling is
needed on what institution to enter and when and
where to transfer. This question has a close relation-
ship to finances, since many families stiffer financial



tosses when psvorly advised students are led to the
wrong school and subsequently fail or withdraw for
lack of interest, Better comtseling could certainly help
to bring minority students and students front poor
families into postsecondary education, Many legisla-
tors thought this problem was not only intrastate but
also needed solution on a regional level.

The conference participants were particularly inter-
ested in the relationship between quality education and
open enrollment, It was generony recognized that equal
access requires student aid and that open enrollment
requires increased counseling and tutorial help. Both
of these requirements will lead to increased institu-
tional pressures for available dollars. Some legislators
thought open enrollment policies more appropriate and
feasible at the community college level. If open enroll-
ment were extended to colleges and universities, many
legislator felt, growth limitations would become too
difficult to manage, Others felt that the key lies in
upgrading high school preparation and counseling and,
emphasized that open admissions should lead to better,
not worse, high school preparation of all students,
Better guidance of secondary students would promote
greater equity when the time conies to make a choice
about postsecondary education.

Finally, attention was given to the need to coordi-
nate student financial aid programs and resolve the
conflicting eligibility requirements of state and federal
programs. Most legislators agree that eligibility require-
ments must be standardized, that there is a drastic need
to coordinate state and federal funds. As one solution,
many legislators proposed that federal funds going to
postsecondary institutions should be controlled by the
state coordinating bodies.

Public Service

Quite naturally, legislators feel institutions of post-
secondary education should serve community needs.
Most are in agreement that legislatures have the duty
and the authority to convince institutions to become
more involved in state and regional problems, Some
think that the failure of many colleges and universities
to serve the state has ted to the rise in legislative fund-
ing popularity marking community colleges and vo-tech
centers. This is because a large number of legislators
believe the latter are serving community needs. Others
believe that colleges and universities arc doing a good
job of serving the community but are deficient in re-
sponding to student interests and job market demands.

A more specific concern was how postsecondary
education can provide greater opportunity to citizens
of rural areas. There was division on this point. Some
legislators believed that community colleges had filled
this need; others did not. Those who wanted more
responsiveness to community needs gave consideration

Legislators and
Postsecondary

Education

to nontraditional approaches such as universities with-
out walls, educational television, home study programs,
and the like. No specific approaches were clearly fa-
vored, but many state legislators would welcome the
development of innovative ways to carry higher educa-
tion to rural populations.

Mental and Allied Health

There was general agreement among legislators
that a wide range of efforts should be made to train
professionals in allied health fields and in the human
sciences. But there was some concern that the produc-
tion of personnel be more manpower-determined, avoid-
ing the training of people for nonexistent jobs. Specific
interest was expressed in developing curricula that would
allow more individuals to be trained as paraprofes-
sionals and in maintaining programs for the subsequent
rapid retraining of such persons for related work as
manpower needs change.

Establishment 'of New Institutions

The general view of conferees was that the age of
institutional expansion for colleges and universities was
probably over. In particular, most held that the con-
struction of physical facilities was no longer a priority
and that it is now incumbent on legislatures to improve
the quality of instruction and research by extending
financial support for the acquisition of better professors
and the provision of improved research facilities.

On the other hand, most participants believed that
more community colleges and vocational -techn ic a I
schools would be founded. The legislators appear anx-
ious to be able to decide when and whether to expand
such schools oo the basis of established criteria and
statewide or regional planning. In fact, some confer-
ence participants thought that state legislatures should
establish state boards of regents for community col-
leges and vo-tech centers in order to have controlled
priorities and avoid duplication. The legislators recom-
mended the following criteria: review of the population
base the area provides for the recruitment of students;
evaluation of the actual need for such a school; and
consideration of local community support and willing-
ness to levy taxes to pay such schools.

Communications and Trust

State legislators arc convinced that there is a press-
ing need to improve the communications process among
postsecondary' institutions, legislators, regents, state
officip!s, and others. Continual concern with how to do
this is reflected in the notes from the small-group
discussions. While some participants discussed ways
to establish communications channels and make them
function, others spoke to the issue of what causes this
communication gap. The principal cause was identified
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as a lads of mutual trust. Front the legislative point
of the institutions they fund appear to cloak their
operations in secrecy. legislator put it, "We
want I.'cts and not seals on the 50-yard line." Spe-
cifically, they wanted clear and accurate descriptions
of expenditures and the elimination of general cate-
gories of spending in favor of more specific budget
line items. But most legislators want to make it abun-
dantly :lea that while they want full disclosure, they
do not want control. "hey believe communications will
improve if educators appreciate this fully.

Conclusion

State legislators recogniie that postsecondary edu-
cation is in a state of uncertainty. While they freely
admit that they have no definitive solutions to all cur-
rent problems, they are anxious to participate in the

inquiry and debate that lead to such solutions. It was
this interest in participation that was a hallmark of the
Legislative Work Conference,

The small-group discussions of the Delphi survey
were diverse and freewheeling. The spirit was one of
inquiry and debate among different viewpoints. Obvi-
ously, all of the legislators' views could not be pre
sewed in this brief summary. But they were heard and
recorded by WICilF staff members and will be drawn
upon as Committee of the Future begins to
address itself to many of the problems and needs iden-
tified by the legislators who participated in the con-
ference and the Delphi survey. If these legislators arc
representative of the West, and this appears to be the
case, then the following specific results of the Delphi
should be of great interest to western educators, state
officials, and legislators.



Priority Listing of
Needs From the

Legislators' Survey
The survey used a social research approach known

as the Delphi technique to move toward a consensus
on the issues and needs of higher education in the West,
Legislators and state officials were asked to prepare
a list of five major needs and issues they perceived.
These lists were then consolidated into a questionnaire
of 67 statements which participants were asked to
evaluate on a l-to-7 scale of iMportance. The ques-
tionnaire asked respondents to rank each statement
only in regard to the needs in their states. The initial
results of the first two rounds (the list of five state-
ments and one 67-statement questionnaire) were used
as the basis for small-group discussions at the Legis-
lative Work Conference. After those in-depth consider-
ations, a final round was completed.

The final round of the legislative Delphi asked
conference participants to evaluate the same 67 state-
ments on a I -to-7 scale of importance. This time the
thrust of the exercise was to have each statement
evaluated on the basis of its importance as a need in
the West as a whole.

This round was then processed by computer. Among
the analyses performed was the ranking of the 67 state-
ments in terms of their importance as a need in the
West. This priority list is shown here.

It is very important to note that these priority lists
represent only a small part of, the analysis which will
be done on the legislative Delphi. It is possible to
abstract a great deal of statistical information from the
Delphi, and the statistical summary which follows repre-
sents only the tip of the iceberg.

The conclusions of the legislative Delphi will be
studied along with a similar survey done with WIC/I[?
Commissioners and WICHE staff. The result will he
a publication that will provide educators, state legis-
lators, state and federal agencies, and Congress with
a significant statement of western perspectives on
higher and postsecondary education. It will also help
WICHE Commissioners guide and shape WECHE's
program development, so that the Commission can be
more responsive to the educational needs of its west-
ern constituencies. .

A final note on the sample of conference partici-
pants whose responses produced the following list of
priorities. A number of the conferees at the Legislative
Work Conference were educators. Such participants
were included because it was recognized that they

would provide valuable resource ideas and major con-
tributions to the small-group discussions. However,
because WICHE is undertaking separate Delphi sur-
veys with its own Commissioners, the WICHE staff
and a broad spectrum of educators in the postsecondary
sector of the West, including conference participants,
it seemed advisable to eliminate them from this par-
ticular sample so that the opinions and views of legis-
lators and state officials could be better defined in
and of themselves.

Priority order for question: How important do you believe
this need is in the West?

PRIORITY
RANK STATEMENT

1. To devo effective management techniques in the
face of enrollment declines.

2. To develop input and output measurements of higher
education enrollment projections, workloads, budget,
productivity, quality, cost/benefit analysis, etc.

3. To facilitate the transfer of credits among institutions
of higher education.

4. To define the orgunizational, administrative, and cur-
riculum relationships among universities, community
colleges and vo-tech centers and to eliminate possible
duplication of programs.

5. To develop more objective methods of evaluating fac-
ulty for tenure.

6. To evaluate and coordinate graduate programs so as
to eliminate duplication, reduce costs, and update
curricula.

7. To evaluate the needs, goals, and desired results of
postsecondary education.

8. To develop performance-auditing techniques for legis-
lative evaluation of various university departments,
units, and components of the university wide system.

9. To improve the planning process (short-, intermediote,
and long-range) at all levels: local, state, and regional.

10. To evaluate undergraduate programs so as to eliminate
obsolete programs and promote funding of necessary
programs.

To determine whet share of the cost of higher educa-
tion should be borne by the student and what share by
the state taxpayer.

12. To develop information reporting systems that prevent
unnecessary duplication of reports and that channel
that information to state officials responsible for
its use.

13. To establish community colleges and no-tech centers
on the basis of need rather than politics.
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PRIORITY
RANK STATEMENT

14. To develop measures which relate faculty salary to
productivity.

15. To improve career counseling in high school.

16. To train paraprofessionals in allied health fields and
in the human sciences.

17. To support a system of financial aid that will improve
equal opportunity for students.

18. To provide a clear and accurate description of how
higher educationol institutions ore expending their
funds, in particular eliminating "general" categories
that prevent full disclosure.

19. To relate university planning and funding to student
needs.

20. To coordinate student financial aid programs in order
to deal 'with conflicting eligibility requirements of state
and federal programs.

21. To develop significant measures of how expenditures
by higher educational institutions affect the publics
they serve.

22. To eliminate the duplication of professional schools
and related research,

23. To improve communication relationships between ad-
ministrators of higher education, regents, ond members
of the stote legislature.

24. To promote cooperative interinstitutional use of facili-
ties such as libraries and research equipment.

25. To increase the availability of medical education to
western students in terms of physical access and costs.

26. To maintain quality education in the face of open
enrollment policies.

27. To emphasize the quality of education over physical
facilities in educational budgets.

28. To induce universities to be more responsive to com-
munity needs.

29. To improve the quality of teacher training.

30. To finance higher education from o variety of sources
in addition to state funds.

31. To devise a better system of allocating the state's
resources among the several units and institutions of
postsecondary education.

32. To study the negative uncertainties in federal funding
including research grants and financial aid for students.

33. To develop ways of financing public ond private insti-
tutions of higher educotion so that their distinctive
characteristics are maintained and strengthened.

34. To clarify federal -state relationships under the higher
education act ond amendments.

35. To relate library resource needs to institutional
programs.

36. To establish o comparative system of faculty work-
loads among a state's institutions.

37. To increase postsecondory educational opportunities
in rural areas.

38. To place primary cmphosis on teaching over research.

39. To promote programs encouraging lifelong education.

40. To increase vocationol.technicol educational facilities.

41. To assure that the first priority use of state dollars is
for state residents despite recent legal decisions on
nonresident students.

42, To emphasize career education as opposed to (gen-
eralist) liberal arts education.

43. To provide equal funding for women students in oll
areas, porticutarly athletics,

44, To coordinate pub/it and private postsecondary edu-
cation at all levels, thereby minimizing competition
among units.

45. To extend student exchange programs to nonprofes-
sionol graduate areas.

46. To review the length of time necessary to obtain a
B,A. degree.

47, To develop programs promoting better interaction
among faculty members and between faculty and
students.

48. To end the encroachment on educational institutions
by federal agencies and congressional action.

49. To educate people to work in crime prevention and
correction programs.

50. To maintain institutional autonomy within the frame-
work of statewide coordination of postsecondary
education.

51. To assess public opinion in order to determine what
proportion of the state's funds should be allocated to
higher education in competition with more politically
persuasive programs.

52. To reduce the importance of intercollegiate athletics.

53. To fund fouryeor nursing programs.

54. To provide state financial aid to private institutions
of higher education.

55. To evaluate higher education on the basis of common
sense rather than dollars and cents.

56. To recognize the importance of profit-making educa-
tion in the postsecondary system.

57. To place primary emphasis on community service over
research.

58. To reduce the cost of graduate education for students.

59. To lower tuition charges.

60. To place small higher educational institutions under
an established university system and thereby prevent
them from seeking university status.

61. To control university attendance so that surpluses of
degreed personnel could be limited to the number of
jobs available.

62. To draft and implement legislation authorizing state
institutions of higher education to issue bonds for
capitol needs.

63. To increase legislative control of higher education by
withholding funds.

64. To increase support for doctoral programs.

65, To maintain the present system of tenure os the best
way of balancing academic freedom and administrative
flexibility.

66. To ascertain parental aspirations for their children's
postsecondary education.

67, To promote collective bargaining in institutions of
higher education.



The Need for
Future Planning in

Higher Education

Senator Lynn Newbry
WICHE Commissioner

Oregon

Our world is changing at an extremely rapid rate,
and we seem to be constantly reacting to crises. As a
matter of fact, each crisis conies so fast that one is
never resolved before the next arrives.

Looking ahead is always our most difficult assign-
ment. Our crystal ball is never as clear as we would
like it to be; but if we are weary of crises, careful
planning is essential.

My avocation is flying and, as any pilot knows, the
careful planning of any flight virtually insures a crisis-
free, successful trip. It is always tedious to interpret
weather carefully, to go through lengthy checklists, and
to file a flight plan. But to fail to do any one of these
may lead to crisis; and in the case of flying, that can
be fatal.

Certainly our failure here to prepare a flight plan
for higher education will not be fatal in the literal
sense, but it could jeopardize the future of higher edu-
cation in the West.

The WICHE Commissioners and staff feel that the
time for planning for the balance of this decade and
the beginning of the next is at hand. Since we are
basically a service organization, it is only logical that
we should seek advice from our various constituencies
before formulating our plans. You legislators do not
only represent the people of your state; you are a con-
stituency in and of yourselves, and that is why we are
asking you for your guidance in determining and meet-

ing the future challenges of higher education in the
West.

WICHE, like other institutions of higher education,
is suffering from the uncertainties of federal funding.
Many of the programs that we have undertaken with
categorical grants operate virtually on a day-to-day
basis. Our plight is further complicated by the fact that
we are a regional organization, which excludes us from
any direct support under federal revenue sharing. So
perhaps it is more vital to develop a better rapport
with the legislators than ever before. We want you to
have a complete understanding of our current activities
and to have your direct input into our future activities
and services.

Let us turn now to some of the current WICHE
programs. I am sure they are familiar to most of you,
but a brief review of them might be helpful in your
small-group discussions.

The backbone of our Compact is the Student Ex-
change Program. This program responded to a real
need to share facilities and costs in providing extremely
expensive professional education in the fields of medi-
cine, dentistry, and veterinary medicine, and for sev-
eral years it was limited to these disciplines. As the
success of this experiment became abundantly clear,
other disciplines were added. Now there are I I pro-
grams available, with more under consideration.

Student exchange is one of the best bargains avail-
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able to the legislatures. In Oregon, we are a sending
tate in veterinary medicine. There is strong pressure

in Oregon to establish a school of veterinary medicine.
but the faet is that every year we save over $400,000
by participating in SEP rather than going it alone. The
obvious question conies to mind: If you can save all
this money sending, how do the receiving states make
out

In Oregon, we are a receiving state in medicine
and dentistry, We think that pays off, too. We can
maintain high entrance standards and keep our schools
at maximum enrollment. There is no question but that
we in Oregon subsidize WICHE students from other
states, but the net cost to the taxpayer is much less
thitn to operate below capacity, to accept out-of-state
students, or to lower entrance requirements, and edu-
cate only our own students.

Some of us on the Commission feel that the ad-
vantages of SEP should be expanded to include any
discipline that a sending state is willing to fund. Such
an approach could maximize the use of facilities, mini-
mize duplication of effort, and give western students a
much broader educational opportunity.

Let us now move into the mysteries of WICHE
acronyms. WCHEN is the Western Council on Higher
Education for Nursing. The activities of this program
date back to 1957, when it received its first five-year
grant from the W. K. Kellogg Foundation. Through
WCHEN, baccalaureate and graduate nursing educa-
tion programs have been given assistance and guidance,
strengthening these fields in the West. WCHEN has
provided the states with a resource base for exchang-
ing information and providing, to a limited degree,
research capability unavailable on western campuses.

Through WCHEN, we have the ability to serve the
member states in a large number of ways. For exam-
ple. in many states there is concern that we are over-
supplying the market for associate degree nurses while
we are understaffed in baccalaureate and master's and
there ev.n appears to be a growing demand for nurses
with a doctorate. If the compacting states agree that
this trend is emerging, certainly WCHEN has the
capability to assist in meeting the challenge.

Our Mental Health Division was begun in 1956.
The purpose of this activity is to assist the states in
providing expanded and improved educational pro-
grams designed to meet the manpower needs of an
enlightened mental health treatment delivery system.
These skills range from those of psychiatrist-teachers
to those of community health center personnel, en-
compassing degree offerings from associate through
doctorate. We have developed continuing education for
mental health personnel and are beginning to provide
similar opportunities in the field of corrections. The
mental health program is supported by voluntary assess-
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ment from the states. At the present time, all 13 states
are participating, which in itself speaks well for the
program.

I ant sure all of you are familiar with that other
acronym, NCHEMS the National Center for Higher
Education Management Systems. I am not going to try
to explain the details of computerized management
but since, in terms of dollar involvement, this is one
of WICHE's largest activities, a few comments arc
in order,

I think it is well to remember that the concept of
a computerized management system was conceived by
the WICHE staff in 1968 or 1969, when we all be-
caMe concerned about the high cost of postsecondary
education and about the consequent need for exchang-
ing comparative cost data. We sought funding sources
to develop these systems, and the U.S. Office of Edu
ca0ort deemed the project to he of national significance
and funded it on that basis.

NCHEMS spells the end of the days of seat-of-the-
pants management. Higher education's questions of
today are too complex, too expensive, and too im-
portant for the people involved students, taxpayers,
faculty, and the nation as a whole to be left to trial-
and-error and hunch- playing. Postsecondary education's
administrators recognize their infOrmation needs. And
they know that just any information will not do. They
need the tough-to-dig-out facts that Make a significant
difference for decisions. And once the facts are in
hand, they need to know how to look at them and
how to use them.

It is because administrators understand their man-
agement needs that the National Center for Higher
Education Management Systems has become WICHE's
fastest growing division. It now operates more than
twenty-five programs aimed at improving institutional
management, statewide coordination of higher educa-
tion. and decision-making processes at the national
level.

In Oregon, we are progressing well in implement-
ing the NCHEMS system and the legislature is be-
ginning to appreciate its potential. My personal obser-
vation is that it will be a tremendous management tool
at the institutional level and it will be of considerable
help to state governing boards or coordinating coun-
cils, but it is not yet of great assistance to the legis-
lature in the budget-making process.

The Mountain States Regional Medical Program,
or MS/RMP, is the outgrowth of a need expressed
by the states of Idaho, Montana. Nevada, and Wyoming.
As the federal Regional Medical Programs evolved,
most of the western states operated their program
through their medical schools. However, the mountain
states had no medical school, and they requested



WICIIE to provide an institutional home for such a
program, WICIIF complied, and now the MS/RMP
is providing continuing education for health personnel,
stimulating health manpower development, improving
health services in remote COMMuniti<N, and developing
specialized health centers in these states.

Finally, WICIIF is engaged hi a number of ac-
tivities ranging from a continuing education program
for library personnel and summer programs of stucent
internship to programs promoting minority inclusion
in faculties and student bodies and improving mental
health services on western campuses.

I have taken more time in discussing our current
programs than perhaps I should, but I felt that in our
discussion it might be helpful to have some review of
them.

All of these activities have a common thread: they
are activities dealing with the common problems and
needs of higher education faced by the compacting
states. I think that the Commission's performance to
date proves that it has the ability to assemble a highly
qualified staff and to provide excellent leadership in
bringing about solutions to common problems through
cooperative effort. As an old budget man, I cannot
resist pointing out that the cost of membership in
WM; is still less than is paid to most college
presidents.

During the last few days, you have been subjected
to one of the most tortuous exercises devised by man

the Delphi technique. I would be more apologetic
about subjecting you to this exercise if I had not under-
gone the experience several times. The Commission
went through this same sequence at the annual meet-
ing in San Francisco a few months ago. While it is
exasperating. to say the least, it does finally result in
some consensus and provides the Commission with
input from its important constituencies.

In discussing the future needs of higher education
in the West. I am not going to push for the priorities
of the Commission or even divulge our priority list
except to tell you that number one is as follows: to
provide more, and more accurate, information about
postsecondary' education to legislators and the general
public.

When you consider that there are only four legis-
lators on the Commission, it indicates that others feet
the need for strong legislative support and understand-
ing of postsecondary educational problems.

In reviewing the perceived needs, there is striking
similarity between the Commission's views and those
you developed in your two Delphi rounds. It will be
extremely interesting to see how the priorities coincide
at the conclusion of this workshop.

The Need
for Future

Planning

In looking at the future needs of higher education,
it becomes obvious from the two Delphis that many
of our current programs should be continued and some
should be expanded.

Probably we, as legislators, are more concerned
with the broad problem of finance than any other single
item.

Finance is the form of expression of a large variety
of needs, and it covers virtually every Activity. Many
western colleges and universities are experiencing static
or in sonic cases declining enrollments. This brings up
the need for new approaches in finance. Do we have
techniques for meeting this challenge? Do we even
have the tools? In the case of declining enrollinent,
it may become necessary to reduce fatuity in order
to hold costs within available resources. In many cases,
the personnel rules are so rigid that even timely notice
to faculty is difficult to achieve.

Tenure plays a strong role in determining the op-
tions open to a president. In sonic, institutions in Ore-
gon, we find that sonic departments have 100-percent
tenured faculty with gross underenrollment, while other
departments arc experiencing rapid growth witn few
tenured people. This presents a perplexing problem
to presidents. They can't give notice to tenured faculty
which are in surplus and if they give timely notice to
untenured faculty with high classroom loads, they
compound the class-load problern and even run the
risk of losing more students because' of crowded class-
room conditions. This, of course, raises the qUestion
of tenure. Perhaps, sensitive though it is, reexamination
of tenure policies may be one of our most pressing
needs. Management flexibility is essential iri meeting
declining enrollment problems.

Collective bargaining, by both academic and classi-
fied employees is underway on some campuses and
may very well become a way of life in the West in a
few years. Although there is some question about
whether this represents an educational need, surely
we must consider it as a problem. Interstate involve-
ment at the bargaining table would be inappropriate.
liut a free exchange of information through a regional
clearinghouse could be invaluable to negotiations on
the local campuses.

While still on the subject of finance as it relates
to enrollment, tuition or student fees must be con-
sidered. This in itself points to potential needs. Should
we explore how much of the cost of higher education
should be borne by the student? Do we have a need
to explore new methods of student aid? Or can we
improve our enrollment situations through the campus-
without-walls concept? Befdre leaving the subject of
needs in the fiscal arena, perhaps there is a need to
determine what share of the available public money
should go to higher education in the face of strong
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comPoition by other agencies of government for new
and grow ing programs.

,hen there are the functional needs to consider.
For example, are our curriculums in the various dis-
ciplines relevant to the needs of students in these
changing times? I lave we paid enough attention to
the transfer of credits between our community colleges
and the four-year institutions? Or, for that matter.
between four-year institutions? And what about obso-
lete courses? Do we need to examine that in the West?
I'm confident that there arc many fields that have low
enrollments in which costs are beyond reason. Perhaps
we have a need to evaluate some of these and utilize
the student exchange program to place these students
in a single setting where excellence can be achieved
at much lower cost.

I low much lime and money is being lost due to
poor counseling, particularly at the high school level?
We may very well have a strong need to develop a
program not only training counselors, but also offering
a continuing series of workshops or system of con-
tinuing education to keep them current.

12

There is growing public interest in our medical care
delivery system. The term "paramedic," is becoming a
household word, and yet know very little about
the scope of their work or their educational needs.
There may he a need for the development of a pro-
gram to establish criteria for this new approach to
our health care delivery system. In Oregon, strangely
enough, we have a provision in the law to license
paramedics when and if they show up or we find out
what they are.

Within our r mpact states there are many needs.
Some may he more important than the suggestions
that I have made; all cry for solution,

This evening, 1 have put forth a partial list of the
needs as I see them. They are not necessarily in priority
order, and they were presented in the form of ques-
tions, :ace it was not my purpose to establish my list
for discussion. Rather, I wanted to stimulate your
thinking on your own list of educational needs.

In flying terms, I have tried to provide you with
a weather briefing and a partial checklist. The filing
of the flight plan for higher education is now up to you.
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"Academic freedom" has a restricted meaning. It
is not any and every freedom that pertains to life on
a college or university campus. it is "intellectual" free-
dom and must be carefully distinguished from other
freedoms or rights to which university or college per-
sonnel are entitled. Those other freedoms are the basic
freedoms and rights which all citizens enjoy under the
Constitution and laws of the nation, and those rights
to which faculty personnel are entitled under the estab-
lished policies and regulations of their institution.

It is not uncommon for faculty personnel to con-
fuse these freedoms and. rights and claim that there
has been a violation of academic freedom whenever
rights of any kind have been abrogated. This is a
serious error and leads to a weakening of academic
freedom.

In the same way, it is not uncommon for the non-
academic public to suppose that academic freedom
refers to all facets of the rights or supposed rights of
faculty personnel. This is an equally grave error.

Academic freedom is the intellectual freedom that
is essential to the foundations of a free society. Both
academic and nonacademic people often err in regard-
ing it as a special privilege accorded academic per-
sonnel as a perquisite of their teaching and research
function. But this is a serious error. Although the
scholastic profession has indeed traditionally 11,7^t re-
garded as guaranteeing certain privileges in the interest
of learning, academic freedom should not be considered
a privilege. For our society it is a responsibility the

responsibility of teachers and research scholars to per-
form their academic duties freely, without internal or
external restraints that would prevent the pursuit of
knowledge and its full disclosure. 'Nose faculty mem-
bers who lack the moral and intellectual courage to
function as free scholars and who are easily restrained
and intimidated by external forces that intrude, upon
them are not qualified to hold their positions.

Freedom from internal and external restraints
means at least freedom from -discharge or the threat
of discharge or other penalties, economic and profes-
sional, placed upon a person to prevent the pursuit
of his or her task as a scholar, scientist, artist, or
teacher.

Academic or intellectual freedom is something that
society imposes on academic personnel as an obligation
necessary to the intellectual, moral, artistic, and spiri-
tual ground of a free society. Without it our society
would he in grave danger. It is for this reason that the
issue of tenure is crucial and must he treated with the
greatest care. Intellectual freedom is a fragile and
precious commodity.

Academic or intellectual freedom refers tradition-
ally to the claim for the freedom of teachers and re-
search scientists and scholars to pursue their work in
the classrolini, lecture hall, or laboratory free from
external or institutional restraints that would inhibit or
prohibit their search for knowledge and the expression
in speech or writing of their beliefs and theories relat-
ing to their professional responsibilities. It refers also
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to such matters as the performance of music and dance,
the exhibition of art, the selection of literature for
libraries and instructional purposes, and ins nations to
guest lecturers. Academic freedom is a matter which
pertains to students as learners, and to administrators
as well, insofar as they arc involved in matters of
teaching and research.

Academic freedom is of value to society first be-
cause of its intrinsic worth fora free people, and sec-
ond because it is the main instrument by which society
critically examines its own institutions and values in
the search for a higher quality of life. It is a necessary
condition to a society's full success in the pursuit of
knowledge and rationality.

It should be fully understood that no responsible
conception of academic freedom encourages or con-
dones license or moral and intellectual anarchy in a
college or university, nor does it entitle a faculty person
to convert his classroom into a private rostrum from
which to propagandize a captive audience. The ac-
ceptance of the responsibility of academic freedom
properly entails professional judgment that calls for
the sensitivity and restraint appropriate to every occa-
sion. Persons incapable of such judgment should not
serve on college and university faculties. Nor should
they serve in elementary or secondary schools.

The case for tenure, then, must he made on the
ground of its function as a guarantee for academic
freedom. If academic freedom can be adequately pro-
tected by other means, it is entirely appropriate to
consider alternatives to tenure. Whether such protec-
tion can he provided by other means is, therefore, the
central issue in any discussion of whether tenure should
be retained, altered, or eliminated.-

Many nonacademics see tenure as primarily' a job
guarantee enjoyed by the collegiate profession a
virtual guarantee of lifetime employment. This is en-
tirely understandable because it is obvious that many
college and university professors view tenure in the
same way, It is not that they are not concerned hon-
estly with academic freedom. But they want the secu-
rity that goes with tenure even when academic freedom
is not the issue.

Further, it is obvious that tenure does indeed com-
monly function as a lifetime job guarantee a charge
that is frequently made against colleges and univer-
sities. The common reply of both faculty and adminis-
trators is That this is a misreading of the meaning of
tenure, It is a misreading of the "meaning" of tenure.
but certainly it is not a misreading of the actual "prac-
tice" of tenure. Any examination of the facts will show
that the number of persons holding tenure who are
discharged from their positions for any cause what-
soever is virtually negligible. I believe that most dis-
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charges of tenured persons are for mental sickness or
for extreme cases of moral turpitude where the insti-
tution has virtually no alternative, as in cases of persons
convicted of crimes. I have no statistics on this matter
and know of none. I firmly belieVe from long ex
perience, nevertheless, that tenure does In fact often
protect the employment of personS who should be
discharged.

It is a common complaint that tenure can protect
the jobs of professionally incompetent persons those
who have become incompetent since achieving tenure
or who were incompetent all along. This is a justifiable
complaint. But in my opinion an even more serious
situation is the protection by tenure of persons who
are guilty of severe moral turpitude or who are/ guilty
of what might be called neglect of duty becauSe they
simply do not do their work. There is probably more
irresponsibility and moral failure than incompetence
on our tenured faculties.

It is true, as most university people insist, that
there is little or nothing to criticize in the principle
of tenure as developed by the American Association
of University Professors and the Association of Amer-
ican Colleges and the American Council on Education
and adopted by the major educational associations and
by most institutional boards of regents, trustees, and
faculties. That principle is not simply a disguised guar-
antee of employment. It does not protect the employ-
ment of persons for whom there is no legitimate or
appropriate workload or whose compensation cannot
for defensible reasons or causes be funded. Nor does
it intend to protect the incompetent, those guilty of
moral turpitude, or those who do not meet the respon-
sibilities of their employment. It is intended only to
protect the intellectual freedom that I am sure most
(if not all) of us would regard as both desirable and
necessary'.

But the trouble is that this highly commendable
principle usually does not work with full success in
practice. At best, its practice is deficient; at worst,
it is deplorable. It does indeed protect academic free-
dom, and in the development of our institutions of
higher education nothing has been more important
than this. But it goes too far in protecting some things
that we don't need and don't want.

It can be argued that any price is not too large
to pay for the achievement and security of academic
freedom. This may be true, but such an argument
assumes that nothing can he done to protect academic
freedom and at the same time reduce the distortions
and violations of the tenure principle that arc so com-
mon. There arc at least two ways to approach this
problem. First, is there a substitute for tenure as a
guarantee of academic freedom? Second, can the prac-
tice of tenure be reformed?



We should not assume too readily that there are
no possible alternatives to tenure by which academic
freedom can be guaranteed. I personally believe that
we should search for such alternatives. But we are
deluding ourselves if we believe that the establishment
of a successful alternative is an easy task. Neverthe-
less, it' I were beginning a new college, one starting
from scratch, I would make a supreme effort to estab-
lish its faculty on a nontenure basis. Some things are
being done in this direction, but they may be too early
and the experiences too limited to judge success or
failure.

Even now, in institutions which have full tenure
policies, persons w ho have not attained tenure or who
may hold positions such as assistantships, instructor-
ships, or lectureships, s hich do not carry tenure, never-
theless commonly enjoy as much protection of their
iteademie freedom as do those who hold tenure, This
is important and must he guaranteed by any institution.
Of course, it is quite possible that the academic free-
dom of nontenured persons would vanish if the tenure
of others were to be abolished.

Presumably the best alternative to tenure is a prac-
tice of definite term appointments combined with a
variable contract system that ensures employment over
a substantial period of time, perhaps from one to seven
years, but that does not guarantee permanence except
on the satisfaction of specified contract conditions.
There are obvious problems with such a system, but
it deserves extensive experimentation and careful
consideration.

Three matters of great importance other than tenure
are relevant to the protection of academic freedom.
First is the creation of an atmosphere, both on the
campus and in the community. that ensures an under-
standing of and commitment to the value of intellectual
freedom. Second is the establishment on the campus
of policies and practices that guarantee every facet of
due process required under the Constitution, federal or
state statutes, and institutional regulations. impeccable
respect for legal due process and the establishment of
academic due process are now absolute necessities for
every campus. Third is the regularisation of the prac-
tice of the courts, especially the federal courts, in hear-
ing cases of individual complaint against institutions
charged with denying to the faculty rights guaranteed
by the Constitution or the law. What this process will
eventually mean for such matters as academic freedom
is not yet fully known.

Whether academic and legal due process and court
actions and decisions provide an alternative to tenure
in projecting academic freedom, or whether they can
be entirely separated from the principle of tenure, is
perhaps now an open question as is the question of
whether variable contracts are a satisfactory substitute
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for tenure. But at least these are important factors that
must be considered in any discussion of the future
of tenure,

Perhaps a more viable approach to the problem of
tenure, for those of us who are unhappy with the
status quo, is some kind of reformation of tenure.
There can be two kinds of reform short of eliminating
tenure: making the present tenure system wOrk, and
effecting certain compromises with the present system.

The present system often does not work with full
satisfaction for one or more of at least three causes.
The screening process in advance of granting tenure
is inadequate in rigor. Or the faculty and/or the admin
istration do not have the intestinal fortitude necessary
to take the actions sometimes indicated for disciplining
or discharging persons holding tenure. Or the institu-
tion fails to establish adequate faculty codes and/or
clearly defined policies and practices of due process.

At the present time most institutions are probably
tightening up on their pretenure screening policies and
processes. This can easily be done if the faculty will
cooperate, and usually they will cooperate. There is
sometimes resistance, however, from new and young
faculty people who do not have tenure or who have
only recently been granted tenure.

The intestinal fortitude problem is more difficult.
Faculty personnel properly want a large part in the
appointment of new members to their staffs. But when
it conies to discharging someone, they often want to
dodge the issue and have the administration assume the
full responsibility. This will not work when, as is
usually the case. faculty testimony is essential to estab-
lishing a fair case for discharge. Improvements here,
however, can he expected as the question of abandon-
ing tenure becomes more acute as a public issue.

Codes. and clear-cut due-prOcess policies are gain-
ing ground rapidly as colleges and universities arc be-
coming more sensiti\ e to these issues because of a
variety of forces, incmding suits against the institutions
by bath students and faculty. The extreme legal sensi-
tivity of our campuses that seems to lie ahead may not
be wholly desirable, but the creation of impeccable
due-process policies is a necessity in any circumstances.

When we consider possible compromises that would
preserve tenure under new or different conditions, at
least three matters should receive attention: provision
for disciplinary action short of actual discharge, pro-
fessional review and renewal programs that assist
faculty to reestablish lost competence in their fields,
and the so-called rationing of tenure, where only a part
of the positions traditionally classified for tenure are
retained for tenure.

At the present time, typical policies seem to call
for either discharging a person or completely exoncrat-
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Mg him or her. There should be intermediate penalties,
both to ensure justice and to encourage action where
action is indicated.

The problem of competence in faculty is often
simply the problem of recognizing ineffective and non-
productive faculty and then updating or retooling them.
The same problem is found in industry. College's and
universities should provide more adequate review tech-
niques and in-service programs for the improvement
of their faculties.

There is no inherent reason why a faculty cannot
be divided between tenure and nomenure positions,
especially if the non tenure positions arc set up on a
carefully worked out contract basis. The National
Commission on Academic Tenure in Higher Education
recently recommended limiting tenure to from half to
two-thirds of the faculty. The Committee for Economic
Development has recommended that only one-half of
faculty positions be tenured. Experiments in this direc-
tion are and will continte to be strongly opposed by
faculty interests, but they are worth pursuing, Practices
of early retirement and reduced service and increased
use of visiting faculty are additional remedies.

What is the big problem at present? As we face a
comparatively no-growth, no-expansion era, young
faculties are becoming locked into available tenure
positions to such an extent that many institutions will
have little or no flexibility in faculty appointments for
a considerable time --an unfortunate condition for the
quality of education. The implications of this for suc-
cess in the appointment of women and minorities over
the next few years are obvious.

It would he difficult for single institutions to take
radical actions in changing tenure policies without
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facing problems relating to the attraction and retention
of qualified faculty. Major changes should be attempted
only on a statewide or regional basis or on agreement
with other comparable and kindred institutions.

Moreover, it must be recognized that strong move-
ments to abolish tenure would probably move college
and university faculties more decisively and more
rapidly toward unionization. Unionization will prob-
ably occur in higher education institutions especially
where traditional academic values are not honored or
are not secure. On the other hand, unionization on a
large scale may conceivably bring an end to tenure
as it has been traditionally conceived. Even though it
is often held that academic freedom and tenure should
not he negotiable, union contracts may well replace
the common tenure practices. Thus far, union contracts
tend to negotiate tenure arrangements where they have
not already existed and to incorporate them where they
do exist. This may change the legal status of tenure,
which is usually a unilateral matter or is individually
negotiated and in some states has no clear status in
law. Bilateral tenure negotiations obviously have im-
portant implications for private as opposed to public
institutions.

In my opinion it would be most unwise for legisla-
tures to take actual legislative action on such matters
as tenure. I am referring not to resolutions, but rather
to the passing of laws. Such decisions, I believe, should
b left to the governing hoards of the state systems or
of individual institutions. These exist for the purpose of
determining the basic policies and practices binding
upon individual institutions. For legislatures to make
laws governing the internal affairs of those institutions
would in the long run seriously weaken them by sub-
jecting them to political pressures.



Senator Joe Shoemaker

I do not believe that academic freedom has been
secured because of the existence of tenure. Nor do I
think that academic freedom should be treated as a
special privilege. Rather, like the freedom to speak and
write, I think it is a liberty that is allowed every person
under our Constitution, And with that freedom conies
the requirement that the person not abuse the liberty.

In my state of Colorado, the Constitution and case
law protects teachers, researchers, and scholars in the
classroom, the laboratory, and the study. But this body
of law does not provide a definition of tenure. So I had
to turn to the Colorado Commission on Higher Educa-
tion to find out what the concept means. They defined
tenure as the right to continuous employment without
reduction in salary or rank until retirement. And they
qualified that by stating that, except for financial
exigency. due cause, or mutual agreement, tenure could
not be abrogated, providing the faculty member main-
tains the physical and mental capacity for full service.

I would raise the following questions about this
definition. First, who determines whether any of these
requirements have been breached and by what stan-
dards? The reason I raise these questions is that I see
tenure as more related to employment than academic
freedom.

As far as I am concerned, the foundation of tenure
is job security. It does not necessarily appear to be
based on any standard of performance. Moreover. it
serves the same function for public faculty that the
civil service law does for other government employees.

My own particular opinion is that the civil service
system is as good as any other approach yet developed
for dealing with a large number of public employees,
including those who have unionization, The real issue
is not the protection of public employee rights but that
of how the government may discharge incompetent or
unneeded employees while continuing to reward those
employees who achieve excellence in their field.

If a public employee is discharged for incompe-
tency or obsolescence, or promoted for excellence, it
must be done on a fair and reasonable basis, one that
focuses on the individual and uses procedural due
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Senotor Joe Shoemaker,

Colorado

process and factual information. In this regard, it is
obvious that the public employer bears a heavier burden
than his counterpart in the world of private industry.

I believe Dr. McMurrin has made some excellent
recommendations for simplifying this burden. Speci-
fically, strengthening the screening process through
which one proceeds toward tenure; establishing written
policies so that faculty numbers. know- what behavior
is expected of them; instilling in faculty heads and ad-
ministrators a commitment to follow the procedures
established for actions of discipline, discharge, or pro-
motion; and creating a number of goals .relative to
excellence and achievement.

Finally, in this time of declining enrollments and
low institutional growth, the establishment of. perfor-
mance standards is a crucial task that must be carried
out. In particular, budgetary constraints may well re-
quire the limitation of faculty positions. This will be
extremely difficult if the higher education system does
not establish performance standards for its employees.

WICIIF should play a role in developing such
standards so that they can be used in evaluating faculty
members for promotion or termination and so that
legislatures can evaluate fund requests when college
and university presidents ask for more money to pay
to their faculty. By this I mean cost/benefit information.
and as far as I am concerned, until such data are
presented, the president of any institution has yet to
state a case for the expenditure of public funds on
faculty salaries.
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Representative Lenton Moiry,
New Mexico

Representative Lenton Maley

The statements by Dr. Mc-Muffin and Senator Shoe-
maker reveal the important fact that academic freedom
means different things to different people. Rather than
enter this debate, I would like to comment on legisla-
tive involvement in this issue.

In 1969, an untenured English professor at a New
Mexico institution indirectly created a legislative inves-
tigative committee through the uproar generated by
a particular poem. As the investigative team gained
experience, it altered its name from University Investi-
gating Committee to University Study Committee. This
name change also represented a change in the legislative
attitude from holding a hammer over the seven
higher education institutions in the state in helping
these institutions become better institutions.

Similarly, I believe that legislatures should not get
involved with tenure by passing laws on the subject,
Nor do i think WICHE should be involved in this
sensitive area. This question often enters legislatures
through their finance committees. This occurs whether
we like it or not, because tenure is closely related to
the taxpayers and their money.

am otherwise in accord with almost all of Dr.
MeNlurrin's paper.

Senator Gordon Sandison

At its best, tenure insures that vital, responsible,
and creative faculty members in an institution of higher
education will not he intimidated or constrained by the
community in which they exercise their teaching re-
sponsibilities. At its worst, tenure allows minimally
productive professors to slide toward the retirement
age with security while looking very academic.

I agree that legislatures should stay out of the issue
and that the task of strengthening and improving the
concept of tenure should come from within the aca-
demic community.
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Senator Gordon Sandison,
Washington

I doubt that better solutions guaranteeing public
employee security mu political pressure will be found.
One institution in my state, Evergreen State College,
has operated for three years with a unique approach
to learning. Its student body and faculty are innovative.
In accord with this philosophy, when the college was
established, the faculty voted against the tenure system.
Rather, they developed an approach wherein every
three years a faculty member is evaluated, and if he
or she has established professional development in the
past contract period, a new three-year term will be
granted. However, if the new term contract is denied,
the faculty member has the right of appeal to an arbi-
tration board and, if necessary, beyond that to the
state courts. This looks like a form of tenure to me,
and it is too early to know if it will work at Evergreen,
much less at other institutions with different faculty
characteristics and philosophies.

Different tenure problems are found in other Wash-
ington institutions. For example, Western Washington
State College has had a gradually decreasing enroll-
ment since 1970. The forecasted enrollment for Fall
1973 was 9,270 students. Actual enrollment was 8,126,
a decrease of 12 percent. By the fall of 1975, a further
decrease of 8 percent is projected. On the basis of these
figures, it seemed clear that the faculty would have to
be reduced by at least 100 members. Retirement and
normal attrition cut that figure to 50. The president
took the position that the vital and professionally active
faculty members should be retained and a new and
better faculty should be built around them. The faculty
as a whole disagreed with this position, and they were
hacked by the Board of Trustees, which ordered release
of faculty on the basis of lack of seniority. The question
which must be asked is, does this solution meet the
needs of students and the state?

I.Jnioniration is coming, anyway; so 1 do not believe
that an attempt to reform tenure will cause unioniza-
tion. Moreover. I do not see unionization as a particu-
larly had solution. Many unions permit their members
to be laid off when the economy declines, and these



tend to be realistic about not preserving jobs that are
not needed. Still, they are more conscious of seniority
than merit.

Again, I agree that tenure reform must come from
within the academic community and not from the stale
legislatures, While 1 think most of us believe the faculty
will follow the union path, I would advise them to run
like hell when they do it!

Dr. Sterling McMurrin

would like to add a few additional comments
about unionization, Although I am not anti-union, I am
opposed to being on a faculty that is unionized. You
should note that I am referring to faculties of universi-
ties and not community colleges. Since the latter are
frequently treated as high schools, the union solution
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may be essential in those institutions. In spite of the
fact that unionization of universities might place admin-
istrators in a greater position to demand accountability
and productivity standards or might increase the sal-
aries and benefits of faculty personnel, I believe they
will destroy the institution's critical ability to attract
one of this nation's most important assets the rugged
individualist.

There is no more rugged individual than the typical
college or university professor. The personal qualities
of such people are one of the major assets of higher
education institutions. This-asset will be eroded and
perhaps destroyed if unionization takes place. And the
fundamental question is whether better management
and higher salaries should be traded for so valuable
an asset.

1 Wc,0



Summary of the Findings
of the National Commission on
the Financing of Postsecondary

Education in the United States

Dr. Ben Lawrence
Director

NationJ1 Center for Higher Education
Management Systems at WICHE

Editor's note: At the luncheon meeting Dr, Lawrence,
who at the lime was the Evectaice Director of the
National Commission on the Financing of Postsecond
ary Education, prevented some comments on what
the final report of the Commissior»cIild probably
include, .Since that lime, the final report has been
released. A more complete sershm of the Commis-
sion.s findings and Dr. Lowrence's opinions is Mies
item led here. Title paper now follows the format
(of the Education Commission of the Slates report,
Fin;inc ing Postsecondary Education in the United
States (Denver: EC.S. Report .Vumber 46, 1974), with
It few inNubtaraial changes, and we are grateful to
ECS and M. Lou % roue for rel1111111.0,1 to republish
this document,

The National Commission on the Financing of
Postsecondary Education developed and tested a frame-
work to analyze alternative proposals for financing
postsecondary education. The ('onunission intended to
demonstrate the usefulness of such an approach and
to make recommendations that would support the con-
tinued development and use of such approaches to
policy analysis in postsecondary' education. particularly
at the state and national levels. The recommendations
of the Commission. found in Chapter 9 of its report.
are designed to carry out this intent.''

'`Financine Postsecondary Education in the United States is
available front the Superintendent of 1)octinients. 11.S, Gov-
ernment Printing Office, Washington, 1).('. 20402, for $4,00,

In the process of developing and testing this frame-
work, the Commission also discovered and reported
many facts having significant implications for the selec-
tion of financing proposals and mechanisms for past-
secondary education.

This synopsis takes from the Commission's report
the salient points with regard to financing postsec-
ondary education. The selection of these points is from
an entirely personal perspective, and it should be re-
membered that this paper does not necessarily reflect
opinions'of the Commission or its individual members.

First I will deal with the objectives of postsec-
ondary, education stated by the Commission and how
well these objectives are being met. Then I want to
discuss a number of realities that have significant
impact on the selection of a financing plan for post-
secondary' education. Since the Commission stressed
the importance of objectives in postsecondary educa-
tion, the objectives served as an organizing principle
of my discussion.

WHAT OUGHT TO BE AND WHAT IS

Every member of the National Commission on the
Financing of Postsecondary Education had many rea-
sons to bel;,!ve that he or she had some special under-
standing of postsecondary education. And, indeed, from
student to college president to Congressman, each did.
Yet, the first realization to fall hard on the Commis-
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sion was that the conventional wisdom about post-
secondary education is largely outdated and erroneously.
intuitive the result, perhaps, of educational old
Wives' tales that hay have held sonic truth two decades
ago but that today only hinder a correct conceptualita-
tion of the problems.

Postsecondary: education, like the entire American
society, has changed significantly during the past twenty
years. To respond to this change, those charged with
the financing of postsecondary education must put
aside outdated perceptions, look anew at the objectives
of /,.).1..econtlary education, and examine the methods
by which those objectives may he accomplished. 'Those
wino propose Changes in financing must be able to
offer reasonable assurances that what they propose will
produce the intended results, For this reason. the Com-
mission and its staff placed the highest priority on
assembling pertinent data and using them to analyze
alternative policy proposals in a systematic way. By
implication, the Commission suggests that others con-
cerned with financing proposals and recommendations
do the same.

The Commission set as its first task the develop-
ment of a set of national objectives for postsecondary
education. The Commissioners discussed the purposes
of education, ranging front a broad social perspective
to the more limited perspective of the individual, from
the one ex,treme of purely individual development to
the other of manpower production and supply. Because
the Commission took the view. after seven months
of study and deliberation -- that the purposes and sub-
stance of postsecondary education should be deter-
mined by institutions. students, and funders in response
to their specific needs, the objectives selected describe
the desired character, rather than the purposes, of post-
secondary education,

Three objectives were written into the law estab-
lishing the Commission: access, independence, and
diversity. The Commission was required by Congress
and the President to examine alternative financing pro-
posals in light of these national goals. To these three.
the Commission added five it felt were necessary, to
describe the desired character of postsecondary educa-
tion in our pluralistic society.

The eight resulting objectives were compared with
those developed by other commissions and study groups
and were found to he consistent with these previous
efforts. llowever, the objectives formulated by the
Commission do suggest in creased emphasis on univer-
sal access, diversity (oa?ncularly accentuated in the
Commission's definition of postsecondary education).
and accountability. A broad new emphasis was implicit
in the Commission's view that these objectives should
be important considerations in the determination of
financing policy.
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The importance the Commission gave the objectives
can be seen from its report and from a dkeussion of
the objectives in light of what ought to be and what is.

The first objective is Autdent access. The Commis-
sion put it this way: each individual should be able to
enroll in scone form of postsccioulary education appro-
priate to that person's needs: clipablilly, and Moti-
vation. In describing student access as a basic objective
of postsecondary education, the Commission asserted
that there must be no arbitrary or artificial barriers
related to sex, age, race, income, residence, ethnicity,
religious or political belief, or prior educational
achievement.

The Commission found that student access to post-
secondary education still is inadequate. Some. of the
indicators of this should be mentioned.

The participation rate of students from families
with annual incomes under $10,000 would have to be
increased by SO percent to equal the participation rate
of students from families with annual incomes over
$10,000. Public eomprehensive colleges, followed
closely by public community colleges, do the most to
provide access to students from families with incomes
under $ 1 0,000,

While great improvement still is needed, student
financial aid programs have improved access for low-
income students. The Commission estimated that, be
cause of financial aid, 1.4 million students have
enrolled who otherwise would not have attended. Stu-
dents from families with incomes in the $3,000- $6,000
range have benefited most from such programs. Stu-
dents from families with incomes in the $6,000-$7,500
range are the most underrepresented and have received
considerably less assistance.

While family income level is clearly important in
determining a student's participation in college, at least
two other factors are statistically more important: ( 1 )
the high school curriculum followed by the student, and
(2) the father's educational attainment.

If a student has followed a college preparatory
program, his or her chances of going on to college
range from 70 to 85 percent, while if he or she has
followed any other program, the chances of going on
to college range from 4 to 30 percent. Further, the
greater the father's educational attainment, the greater
the likelihood the individual will enroll in college.

The rates of participation in postsecondary educa-
tion for Blacks, American Indians. and persons of
Mexican or Chicano parentage or birth are far below
the participation rates of other Americans, while
persons of Japanese and Chinese descent have extra-
ordinarily high participation rates -- higher, in fact,
than all other Americans.



Women are underrepresented in postsecondary in-
stitutions, constituting 51 percent of the 18-to 24-year-
old age group, but only 44 percent of undergraduate
enrollment and 39 percent of graduate enrollment.
Their participation would have to increase by 25 per-
cent to equal that of men.

The Commission concluded its discussion of stu-
dent access with a highly significant observation, Of
all the objectives recommended by the Commission,
student access is perhaps the most fundamental, for
without access to postsecondary education, the other
objectives are reduced to empty promises. That student
access is not satisfactorily achieved is inequitable
is particularly troubling, for without access it is ques-
tionable whether the postsecondary enterprise can meet
its other objectives.

The second objective is student choice. The Com-
mission said this: each individual should have a reason-
able choice among those institutions of postsecondary
education that have accepted him or her for admission.

This objective requires careful reading. When an
individual has been admitted to one or more' institu-
tions, he or she should be provided a reasonable choice
among those institutions regardless of the tuition
charged or his family income. If the student is admitted
to a high-tuition private institution and a low-tuition
public institution, he or she should have a reasonable
choice between those two institutions regardless of his
or her personal financial situation.

The Commission found that on the whole, students
can choose among the institutions that have admitted
them, excepting the most expensive institutions. To a
significant degree, such choice has been provided to
students because institutions have ensured that low-
income students have an equal choice with their higher-
income counterparts. The institutions have accom-
plished this by incurring student aid deficits, which in
turn have affected the financial health of the institutions,

The third Commission objective is student oppor-
tunity. Postsecondary educathm should make available
academic assistance and counseling, the Commission
wrote, that will enable each individual, according to his
or her needs, capability, and motivation, to achieve his
or her educational objectives.

The Commission concluded that dropout and pro-
gram completion rates are not very satisfactory meas-
ures of this objective but are nevertheless the only
available measures of students' opportunity to complete
their programs.

It found that low-income students have higher
dropout rates than high-income students, private insti-
tutions have high completion rates than public institu-
tions, Black students have a lower completion rate than
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non-Black students, and that program completion
measures are particularly inappropriate for assessing
student opportunity in community colleges.

The fourth objective is institutional diversity. Post-
secondary education should offer programs of formal
instruction and other learning opportunities and engage
in research and public service of sufficient diversity to
he responsive to the changing needs of individuals ad
society.

The Commission report added, "There must be
great diversity in our institutions of postsecondary edu-
cation if all reasonable needs of students and society
are to be served . . . Diversity, from the student's
point of view, means that postsecondary institutions
offer a range of opportunity for individual development
and training for future employment. Diversity also
implies renewal, reform, and responsiveness to students'
needs for both .formal and informal learning oppor-
tunities,"

The-Commission concluded that diversity in post-
secondary education is evidenced by differences in
institutional purpose, the number and types of program
offerings, institutional size, and flexibility of learning
opportunities. The Commission found that institutions
have tended to become more alike in purpose rather
than divergent, and that recent trends to reform insti-
tutions are still very much in the formative stages and
have had very little impact thus far.

There is a wide variety of program offerings within
a large number of institutions, and there are large
numbers of institutions in all institutional size cate-
gories. A variety of new, flexible learning arrangements
are still in the early development stages and have not
yet had the desired impact for the average student.

A number of finance-related trends threaten the
financial viability of private liberal arts institutions and,
to the extent that they contribute to diversity, diversity
is threatened. The development of diverse forms and
methods of postsecondary education in general is to
some degree inhibited by sources of financing, and it
is an open question whether financing postsecondary
education through the student or through institutions
will provide greater diversity. But greater diversity is
essential, in the Commission's view, if postsecondary
education is to serve fully the varied needs of students
and the public in our pluralistic society.

The traditional and accepted notion of higher
education should be expanded to the broader under-
standing of education beyond the high school expressed
in the term "postsecondary, education." This should be
done to recognize the popular demand for, and partici-
pation of millions of Americans in, forMs of post-
secondary education not included within traditional
higher education.
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In this regard, the Commission found that. "Post-
secondary education in the United States is a large
enterprise including more than 2,900 traditional col-
legiate institutions serving some 9.3 million students
and an additional 7.000 noncollegiate technical, voca-
tional, and proprietary institutions serving approxi-
mately 1.6 million students. Postsecondary education
also includes an estimated 3,500 additional institutions
and organizations (serving an unknown number of
students) as well as a,great many other noninstitutional
learning opportunities (in which as many as 32 million
people may participate)."

Recognizing the broad scope of postsecondary edu-
cation. the Commission adopted and recommended to
the nation the following definition, encompassing the
2,900 traditional collegiate institutions and the 7,000
noncollegiate institutions: Postsecondary education con-
sists of formal instruction, research, public service, and
oilier learning opportunities offered by educational
institutions that primarily serve persons who have com-
pleted secondary education or who are beyond the
compulsory school attendance age and that are accred-
ited by agencies officially recognized for that purpose
by the U.S. Office of Education or are otherwise eligible
to participate in federal programs.

A fifth objective is institutional excellence. Post-
secondary education should strive for excellence in all
instruction and other learning opportunities, and in
research and public service.

There is no simple solution to the problem of
measuring excellence. Nevertheless, the Commission
reaffirmed the necessity for and desirability of excel-
lence in every form of postscondary education, and
urged that the search for measures of excellence be
continued, because the search itself will encourage
efforts to achieve excellence.

While there is currently little understanding of the
relationship between financing and excellence in post-
secondary education, evidence suggests that a strong
relationship exists.

Institutional independence is the sixth objective.
Institutions of postsecondary education Should have
sufficient freedom and flexibility to maintain institu-
tional and Professional integrity and to meet creatively
and reponsively their educational goals.

Current evidence indicateS that institutions that
receive primary financial support from a variety of
public or private sources are neither more independent
nor better able to achieve their educational objectives
than those primarily dependent on a single source of
support. The relative availability or scarcity of financial
resources, regardless of number of sources, is probably
the most significant factor affecting institutional
independence.
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Seventh is institutional accountability. Institutions
of postsecondary education should use financial and
other resources efficiouly and effectively anti employ
procedures that enable those who provide the resources
to determine whether those resources arc' being used to
achieve desired outcome.s.

Independence and accountability must be balanced
so that the interests of students and the general public
do not become subordinated to those of the institu-
tions. This is not to say that postsecondary institutions
have been irresponsible in this sense in the past, but
rather that in the future they must not lose sight of
the interests of those they serve. They must respond
positively to the new expectations for accountability.
I quote from the Commission's report:

The current demand for greater accountability
assumes that the previous efforts Of fiduciary ac-
counting and reporting will he continued and, to the
extent possible, improved. In addition, the new ex-
pectations for accountability call for
I. Accounting for the use of resources in relation.

ship to the achievement of specific objectives
funders may want to know how much institutions
spend (including cost per student) to achieve an
objective and to what extent the objective is
achieved.

2. Demonstration that the resources available are
used efficiently funders want to know if the
resources arc being used in order to achieve maxi-
mum productivity; and

3. Evidence that institutional objectives selected re-
flect the needs of citizens in their roles as stu-
dents, society, and funders -- and it cannot be
assumed that their objectives are always identical.

The Commission reached the following conclu-
sions, also worth quoting:

1, The most useful unit cost data for administrators
and policy makers are the direct, indirect, and
full (direct plus indirect equals full) annual per -
student costs of instruction for each major field of
study, level of instruction, and type of institution.

2. Cost-per-student calculations are technically pos-
sible for mast instructional programs at most
institutions; however, the currently available pro-
cedures do not fully reflect the complexities of
those institutions that offer 'a combination of
instruction, research, and public service programs
or a combination of vocational and academic
programs.

3. Policy makers should not rely solely on annual
per-student costs of instruction for the develop-
Ment of policy in postsecondary education.

The Commission made the following recommen-
dations:

1. The federal government should provide continuing
leadership in encouraging and developing national
Standard procedures, appropriate to each type of



institution, for calculating the direct. indirect. and
full annual cost of instruction per student by level
and field of study.

2. Interim national standard procedures for caleulat-
ing those costs per student should be adopted by
the federal government to he implemented by
institutions on a voluntary basis. Cooper:thug in-
stitutions should receive financial assistance, to
cover costs related to implementation of the in-
terim procedures and reporting their cost infor-
mation. ahe Commission has suggested interim
national standard procedures, ixhich are described
in a separate staff document.)

3. Federal support should he provided for the de-
setopment and reporting of financial and program
data to supplement and extend the cost-per-student
data. fixamploi of suggested additional financial
data may he found in this chapter [Chapter 8.
- Ed.).

4. The federal government should ensure that the
data base assembled by this Commission is up-
dated, maintained, and made available to appro-
priate public and Private agencies.

5. The federal government should support a national
center for educational information with the re-
sponsibilities and characteristics listed in the text
of this chapter (Chapter 8.-- Ed.).

Finally, l want to talk about the eighth objective,
adequate financial support, Adequate financial re-
sources should be provided for the accomplishment of
these objectives. This is it re.sponsibilily that should be
shared by public and private sources, including federal,
state; and local sqovernments, students and their families,
and other concerned organizations and individuals.

Accomplishment of all the previous objectives is
directly dependent on the provision of adequate Financ-
ing, and it will be possible to accomplish all of the
objectives only with an increase in the present level
of financial support,

State and local governments should provide the
basic institutional capability to offer a variety of post-
secondary educational programs and services according
to the needs of their citizens. The federal government
should accept major responsibility for financing post-
secondary educational programs that serve goals and
priOrities that are primarily national.

Students and their families should share in meeting
the basic costs of their education to the extent of
their ability to do so and to ensure their freedom to
choose '.among programs and institutions. Alumni,
foundations, corporations, and other private organiza-
tions and indit iduals should provide the supplementary
support that traditionally has been a principal ingredi-
ent in assuring high quality among both private and
public institutions.

In the real world of limited resources, hard choices
must be made, about the deployment of available
financial resources for maximum effectiveness. Not all
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objectives will be accomplished, nor will progress
toward their accomplishment be equal. Complex inter-
actions among sources of funds and among the recipi-
ents of the funds force the careful study of financing
patterns as a prerequisite to the allocation of resources.
Those who advocate a particular finEneing plan should
be able to provide some assurance that what they
propose will produce the results they intend.

l.et's outline the current financing pattern. In fiscal
year 1972, the income of postsecondary educational
institutions was about $29,5 billion. Of this $29.5
billion, 20 percent ($5.9 billion) was received from
students and parents, 32 percent ($9.3 billion) was
received from state and local governments, 27 percent
($8.1 billion) was received from the federal govern-
ment, 9 percent ($2.7 billion) was received from gifts
and endowments, and 12 percent ($3.5 billion) was
received from auxiliary enterprises and other activities,

In addition to income to institutions, students paid
an estimated additional $4.5 billion for subsistence and
education-related expenses, including room, board,
transportation, and so forth, not paid to institutions. Of
this $4.5 billion, $3.4 billion was provided by students
and parents and $1.1 billion was provided by the
federal government.

The combined total of all initial sources of funds
for postsecondary education (excluding opportunity
costs) in 1972 was $34 billion. Of this amount, 35
percent ($11.8 billion) was paid by students and their
families, 27 percent ($9.3 billion) was paid by state
and local governments, 27 percent ($9.2 billion) was
paid by the federal government, 8 percent ($2.7 bil-
lion) was paid for from gifts and endowments, and 3
percent ($1.0 billion) was paid for from auxiliary
enterprises and other activities. (This excludes student..
payments to those enterprises for goods received.)

The level and nature of financial support vary
greatly from state to state and from institution to insti-
tution, and these variations must be taken into account
in developing effective national programs and policies.

In 1972, public financing, for postsecondary educa-
tional expenditures at institutions amounted to $17.4
billion. Of this amount, 25 percent ($4.4 billion) was
provided through students, 75 percent ($13.0 billion)
was provided .through institutions, and an additional
$ 1.1 billion in public support was provided to students
for living costs not expended at institutions.

In 1972, when all income sources are considered
at once, of the $29.5 billion total income to institu-
tions, 85 percent, or $25.1 billion, went to institutions
and 15 percent, or $4.4 billion, went to students.

Tuition and other student fees have risen steadily
as a percentage of total institutional income from 7.2
percent in 1961-62 to 21.9 percent in 1971-72. The
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average tuition for private four-year institutions is

currently four times that for the average public four-
year institution. The cost of attending collegiate insti-
tutions of any kind has gone up rapidly over the past
decade, growing more rapidly than per capita income
and therefore becoming an increasing burden to those
who must pay the cost.

The federal government operates over 380 separate
support programs for postsecondary education, admin-
istered by more than 20 federal agencies. This figure
surprised the Commission, as it no doubt surprises you.
The amounts administered by the major agencies in
1972 can he shown in the following table:

Deportment of Health, Education, 44.3%
and Welfare

Veterans Administration 21.700

Department of Defense 11.700

Deportment of. Labor 9.7%

National Science Foundation 4.2%

All other agencies 8.4%

Total 100.0%

$4,090.4 million

$2,006.5 million

$1,082.6 million

898.2 million

$ 390.2 million

$ 769.0 million

$9,236.9 million

Eighty-eight percent of all student aid came from
the federal government in 1972 (primarily veterans
and social security benefits), and 62 percent of all
institutional support came from state and local
governments.

REALITIES HAVING IMPLICATIONS FOR
FINANCING POSTSECONDARY EDUCATION

The Commission's study, and particularly its analy-
sis of more than 50 alternative financing plans, resulted
in the identification of a number of realities that must
be considered in the development of policy proposals
for financing postsecondary education in the next
decade.

State and regional differences in postsecondary
education and its financing are so great that the
development of a single national policy for financing
postsecondary education is impossible, if not undesir-
able. The development of a rational set of policies for
financing postsecondary education in our pluralistic
system requires an understanding of the interactions
that occur between and among the demand for post-
secondary education services by students and society,
the supply of postsecondary education services by
institutions, and the financial support of postsecondary
education by federal, state, and local governments,
students and their families, and other concerned organ-
izations and individuals. It demands also an under-
standing of the future impact on the postSecondary
education enterprise of implementing such a set of
policies.
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There is evidence that we can understand these
interrelationships and impacts sufficiently to employ
a knowledge of them in improving policy decision
making in postsecondary education.

Let's talk about a few nsw realities. Enrollments
have stabilized in postsecondary education and, unless
social attitudes toward lifelong learning result in in-
creasing numbers of recurring studentsa big iffu-
ture planning must be based on the assumption that
enrollments will continue to be stable. A substantial fi-
nancing and programmatic effort must be mounted if we
are to fulfill the promise of equal access to ethnic and
racial minorities, persons from low-income families,
and women. To avoid placing the primary burden for
doing so on the middle-income family will require
substantially greater effort. Further, the new eighteen-
year-old age of majority is likely to affect postsec-
ondary education in major ways that are not yet easily
determined. Yet another near certainty is that institu-
tions of postsecondary education will be under strong
pressure to increase their productivity to match rising
costs.

The availability of public funds for postsecondary
education is dependent upon some rather obvious
variables, such as the economic conditions of the nation
and individual states, the attitudes of government
officials and elected representatives toward the need
for funds for postsecondary education in relation to
other demands for public funds, and the attitudes of
elected representatives toward the operation and rele-
vance of postsecondary education.

Societal expectations with regard to skill levels and
individual development are substantially higher today
than they were 10 years ago, suggesting that universal
access to two years of postsecondary education may
soon become a significant social demand. Moreover,
the Census Bureau projects an overproduction of
bachelor's degrees relative to jobs requiring them by
1980. And unemployment and/or underemployment
among individuals with doctoral degrees is currently
substantial.

What can we say, in view of all this, about guide-
lines for financing patterns?

At any given level of financing, assistance plans for
target groups (such as grants to needy students) are
more effective for improving student access than gen-
eral student assistance (such as tuition reduction).
Increases in the effective prise (tuition minus student
aid) of postsecondary education the price the stu-
dent must pay result in decreases in enrollment;
conversely, decreases in the effective price result in
increases in enrollment.

Increased spending for student grants, if the ex-
trapolated 1972 patterns of financing and enrollment



continue, would result in proportionally larger in-
creases in enrollments in the private collegiate and
noncollegiate institutions than in the public sector, and
enrollments in the publi'e two-year colleges would not
grow so much as might be expected.

If the family income eligibility ceiling for student
grants were changed from $15,000 to a lower level,
the Commission determined that the enrollment of
students in the $10,000 to $15.000 range would
decrease slightly, white the enrollment of students in
the under-$10,000 family income group would increase.

Expanding student access to postsecondary, educa-
tion through increased student grant financing would
require institutions to seek supplemental financial
assistance to meet additional costs induced by the
enrollment growth.

Financing policies that emphasize increasing tuition
generally are based on one or more of the following
assumptions: (I ) there is, or soon will be, an over-
supply of postsecondary education services and degrees;
(2) the portion of public revenues dedicated to post-
secondary education is too large; and (3) requiring
the individual to pay for a larger share of his education
will bring about a better equilibrium between indi-
vidual desire for, societal demand for, and institutional
supply of postsecondary educational services.

Financing policies that emphasize increases in
student aid, on the other hand, generally are based
on one or more of the following assumptions: (1)
equality of student access is not yet satisfactorily
achieved, and (2) increasing the flow of funds to post-
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secondary education through students will permit stu-
dents to choose programs better suited to their needs
and, at the same time, cause institutions to become
more responsive to student and societal needs.

Financing policies that emphasize increases in
general institutional support generally are based on
one or more of the following assumptions: (1) institu-
tions arc facing severe financial distress, (2) the qual-
ity and diversity of postsecondary education programs
are being threatened, and (3) policies aimed at
increasing student access (particularly for low-income
groups) induce additional costs on institutions not
provided for in any other way.

Financing policies that emphasize increases in
categorical support to postsecondary education gen-
erally are based on the assumptions (1) that there are
specific national and/or state concerns that must be
addressed, and (2) that institutions of postsecondary'
education have considerable capability that can be
directed at these concerns.

Clearly, a 400-page report cannot be reduced to a
few pages without losing a great deal in substance and
context, and therefore in meaning and interpretation.
Further, the process of simply selecting these points as
the most important introduces the personal viewpoint
of the author. I want to urge you, then, toward careful
consideration of the whole report. You will be rewarded
with further clarification and more specific details, as
well as the opportunity to correct for any bias I may
have introduced, through your own independent evalu-
ation.
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Forecast of Changes
in Postsecondary

Education

Dr. Vaughn Huckfeldt
Senior Staff Associate
NCHEMS of WICHE

In 1972, the National Center for Higher Education
Management Systems at %MULE undertook a study of
possible future changes in postsecondary' education.
The study was based on a Delphi survey similar to the
one used at the Legislative Work Conference. The panel
of 385 individuals who participated in the Delphi in-
cluded federal Congresspeoplc; state governors; state
legislators; federal and state civil servants; foundation
staff members; education consultants; members of state
hoards of education; college and university presidents,
vice-presidents, administrators, deans, and department
heads; faculty and students; and members of the educa-
tion press. Over the course of five Delphi rounds
evaluating 118 statements, a great body of material
and data was produced. In general, the results of the
Delphi can he summarized under six broad areas of
postsecondary education:

1 Access and participation.
2. Competence and performance.
3. Educational structure and components (with

major subcatcgoriest program .,content, admin
istration,. faculty, and students);

4. Resource availability.
5. Planning and management.
6. Nontraditional education,

The purpose of my comments today is to present
for each of these areas a set of general interpretations
that have resulted from my analysis of the Delphi
responses. I hope that the analysis will be helpful to

those of you who wish to compare the results of the
legislative Delphi with results generated by a broader
spectrum of individuals involved in postsecondary edu-
cation. Those interested in more information on the
results of the NCHEMS Delphi can obtain from
NICHE the publication entitled A Forecast of Changes
in Postsecondary Education.

Access and Participation

Perhaps the most important area of agreement
among the survey panel was that by the late 1970s
postsecondary education will be more readily accessible
to all. Students will tend to be more casual about their
participation in the postsecondary education process.
They will attend full-time when they think it suits their
needs and part-time on other occasions. They will in-
creasingly drop in and out of the educational process
as they desire; but there is no evidence that high school
students will delay entry into postsecondary education.
The federal goi,ernment will be a principal force en-
couraging this increased accessibility,

With increased accessibility, in what areas of post-
secondary education will students participate?

At the graduate level, an increasing percentage of
students will seek professional degrees as opposed to
Ph.D. degrees. At the undergraduate level, there will
be no discernible shift in emphasis from bachelor's
degrees to associate degrees, but the proportion of
students in vocational programs will increase, and the
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manpower needs of society will receive increased
attention,

Competence and Performance

While certification on the basis of competency will
eventually become more routine, major changes are not
likely to occur until after 1980, if at all. In the 1970s,
little success will be met in modifying the rigid struc-
ture of certification and evaluation. However, it should
he noted that student experience in the nonacademic
community will be increasingly accepted for academic
credit. The analysis also shows that the emphasis on
grades will not decrease.

Structure of the Educational System

Postsecondary education will be more coordinated,
the ease of transferability of credit will increase, and
institutions will gradually begin to share resources. But
the panel felt these changes would not tend to cause
institutions to become more alike. The control that
may influence changes in the postsecondary education
structure will arise without increasing the emphasis of
the federal government on developing a mas'er plan for
postsecondary education; it will come more from state-
level agencies.

Program Content

The content of programs in postsecondary education
will shift to give social problems and public service
increased emphasis by the late 1970s. This will not,
however, include ethnic studies, which will probably
undergo a relative decrease in emphasis during this
period. While institutions will place more emphasis on
social problems. the role of institutions as direct change
agents in society will not increase substantially.

Emphasis on research as a major program of insti-
tutions will tend to stabilize, but postsecondary educa-
tion itself will be the topic of more of the research
and development activities. In four-year colleges and
universities there will be an increased emphasis on
upper-division and graduate programs.

Faculty

The relationship of the faculty to management will
be a subject of ferment during the 1970s. There will
be an increase in collective bargaining. Understand-
ably, then, the panel felt that faculty will not have a
larger role in the formal governance of their institu-
tion. It is unlikely that faculty tenure will be eliminated,
but the faculty will have less freedom relative to work-
load and activities. There will be an increased emphasis
on teaching and little change in the "publish or perish"
concept.
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Students

Housing for students will generally be reduced.
However, cutbacks in other student services such as
recreation, health, and counseling will not be likely to
occur until the late 1970s, if at all. Institutions will be
likely to drop the in loco parenris concept. Institutions
will not provide a larger governance role for students
prior to the end of the decade.

Educational Technology

Changes in educational technology will occur later
than other changes in the educational structure. Even
after 1980, the emphasis on the techniques of teaching
and processes of learning will riot have changed relative
to the emphasis on subject matter. Changes that seem
likely to occur include increased flexibility and versa-
tility in educational facilities and increased use of TV,
computers, and new instructional technologies. The
increased flexibility will extend to the facilities them-
selves, which will be used more hours of the day and
more days of the year. The most distant prediction of
the panel finds psychopharmacy and psychoclectronics
unlikely to come into use to induce or augment learning
before the 1990s, if at all; and the majority felt such a
change should not occur,

Resource Availability

Funding sources will give closer scrutiny to the
utilization of available resources, and new planning
and management techniques will be used in this scru-
tiny. At the same time, the panel thought it unlikely
that the general level of resources available to post-
secondary education will decline. Smaller and smaller
amounts will be spent for new capital construction in
larger insttutions.

In spite of the labels that may be attached, funding
from federal sources will increasingly &emphasize gen-
eral aid. Total federal and state dollars to private
institutions and to students directly will increase during
the next decade.

Planning and Management

Educational outcomes will be an integral part of
the analysis of postsecondary education by the late
1970s. The use of new planning and management tech-
niques will increase, as will the requirement for com-
parability and compatibility of data. The faculty and
students involved In the governance of institutions will
continue to support their individual group directions
rather than the collective goals and objectives of the
institution.

Nontraditional Education

The panel felt that the roles of nontraditional insti-
tutions vis-h-vis those of colleges and universities would



not chatq,T in the I970s. This perceived stability is

probably explained by the makc-up of the panel. which
was heavily oriented toward traditional higher educa-
tion. It also no doubt reflects the fact that the survey
was conducted prior to the passage of the new higher
education legislation.

It is clear from the legislative Delphi and the
small-group discussions at the Legislative Work Con-

.frettee that legislators in the West are particularly
concerned with problems of management, productivity,
resource allocation. improved handling of student
financial aid, and the accountability %vhich cost-benefit
analysis produces. For these reasons, I thought I might
conclude my comments with some considerations of the
implications of change on the planning and manage-
ment of postsecondary education.

The forecast that postsecondary education will be
more accessible to all leaves one with the question,
"Just what is this increased accessibility?" The answer
to this question may influence changes in management
at the institutional, state, and national levels. As part
of the process by which the federal government deter-
mines the financing plan for higher education. Congress
will consider the impact of alternative financing plans
on accessibility. Accessibility can mean access to ad-
missions, access to continued success in higher educa-

Ain't. or access to a degree or certification. The funds
required for increased accessibility are much greater
if it Means removing the roadblocks to a higher degree
rather than initial access to admission. The management
process of the institution could also change in consid-
ering effective methods of dealing with potential drop-
outs and adjusting the system to ensure their access to
a degree.

Institutional managers will need to find a way to
cope with the admissions problems of increased num-
bers of in-and-out students stopouts. One of the
problems that will arise as more and more students
drop in and out of the education process is the likeli-
hood of a decline in stability of enrollments and a
corresponding increase in the complexity of forecasts
used to project enrollments. This means it will be more
difficult to identify future needs for institutional capa-
city. A second problem will be to keep a complete
history of students who have dropped out and their
current educational status,

As the number of part-time students increases,
administrators will be hard pressed to provide the
necessary. services, which in many cases require the
same amount of administrative resources for processing
full- or part-time students; and it will be much more
difficult for higher education to deal with students as
individuals.

Forecast
of

Changes

Changes in the management of certification will be
required to control the granting of external degrees and
to prevent the establishment of "diploma mills." On the
other side, accreditation associations will need manage-,
ment flexibility to deal with an increased variety of
higher education institutions offering a wider choice of
programs, including vocational programs. As credit
toward certification is provided for work in areas other
than formal academic programs, institutional manage-
ment will need to develop methods to define the amount
of credit to be given for work or service experience.

The changes in faculty and their relationship to the
institution will require institutional management to live
in a collective bargaining environment. The adminis-
trator may use information from faculty activity anal-
yses to assist in the bargaining process, but the main
problem the administrator will face is the decrease in
resource flexibility as faculty-institution relations be-
come more rigid. The solutions open to management
may include revising hiring policies for the institution
(i.e., joint appointments, part-time faculty, etc.) and
making definite choices between faculty and new tech-
nology.

As public service gains increased importance and
the research and instruction functions do not decline,
management will have more difficulty in allocating
funds to programs. The cost of new technological equip-
ment for instruction will eventually present additional
funding difficulties. This, coupled with a more rigid
instructional structure (resource scrutiny, faculty rela-
tions, etc.), means the flexibility of dollars will de-
crease. There may be a shift in funds from certain
student support activities, particularly housing, to other
needy areas.

As state agencies become a major fore in gov-
ernance changes in education, institutional management
will need to learn to live with this force as well as with
an increased amount of federal interaction. The new
management tools will give some basis for maintaining
institutional control by providing the information neces-.
sary to communicate to and with federal, state, and
faculty forces. There will also be an increasing need to
develop and implement standard procedures for report-
ing and exchanging information. The use of such new
planning and management procedures will take addi-
tional time of administrators and managers for under-
standing the new techniques and the information they
can provide.

Management will in many cases be faced with the
governance of an internal struggle between the forces
supporting change and those opposing change. As the
administration is forced to take sides in resolving such
conflicts, the freedom of managerial movement relative
to these opposing forces will be restricted.



Priority Listing of
Needs From the
Commissioners'

Survey

In order to help the WICHE Commissioners guide
and shape WICHE's program development, the
\NICHE staff conducted a survey of the Commissioners'
views on the future needs and issues of postsecondary
education in the West.

The '..survey used the Delphi technique to move
toward a consensus on the issues and needs of higher
education in the West. The 39 WICHE Commissioners
were asked to prepare a list of the 5 major needs and
issues they perceived. These lists were then consolidated
into a questionnaire of 81 statements that the Commis-
sioners were asked to evaluate on a I-to-7 scale of
importance. The evaluation asked them to rank each
statement twice. once from their own state's perspective
and once from the perspective of their priorities for
WICHE programming. The initial results of the first
three rounds (the list of 5 statements and two 81-
statement questionnaires) were used as the basis for
small-group discussions at the annual meeting. After
these in-depth considerations, a final round was com-
pleted. 'this round asked Commissioners to evaluate
on a 1-to-7 scale of importance each of the 81 state-
ments. Two evaluation questions were asked for each
statement: (I) "how important do you believe this
need is in the West?" and (2) "in your opinion, what
should be the WICIIE priority for meetinr; this need?"

This round was then processed by computer. Among
the analyses performed was the ranking of the 81
statements in terms of their score of relative importance.
This priority list w as completed on each of the two
questions. However, only the priority list on western
needs is included in this publication for comparison
purposes.

Items I through 55 had scores of 4.5 or above, on
the scale of 1-7, indicating that in the opinion of the
Commissioners most of the needs listed on the Delphi
were very important postsecondary education needs in
the West, It is very important to note that _these priority
lists represent only a small part of the analysis which
Will be done on the Commissioner Delphi.

Priority order for question: How important do you believe
this need is in the West?

1. To provide more, and more accurate, information
about postsecondary education to legislators and the
general public.

2. To coordinate institutions at the intrastate and inter-
state levels (possibly including states outside the
WICHE region) to prevent costly proliferation and
unnecessary duplication.

3, To develop criteria for a periodic evaluation of cur-
riculo in relation to present and future needs of
society.

4. To provide quality education in the light of decreasing
funding.

5. To provide adequate professional education.

6. To provide consistently adequate financing for post-
secondary education.

7. To assure continued support of basic research.

8. To arrive at o proper balance between institutional
autonomy and discretion on one hand and statewide
coordination and accountability on the other.

9. To coordinate institutions at the intrastate and inter-
state levels (possibly including states outside the
WICHE region) to allow joint financing of high-cost
programs.

10. To examine the relationship between tenure and aca-
demic freedom.

11. To improve and expand professional continuing edu-
cation, especially in health care.

12. To develop a competency basis for periodic review
and reemployment of faculty.

13. To develop a system of continuing education to meet
the needs of lifetime learning for all segments of
society.

14. To prepare paramedical personnel to better meet the
health needs of citizens.

15. To extend vocational-technical education

16. To supply better information for potentiol students
about programs and institutions,

17. To preserve university freedom of inquiry and research
into the nature of Mari and his environment.
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18. To define the objectives of postsecondary education in
order to set priorities for realizing them,

19. To develop strategies to respond to a steady-state
rather than a rapid growth situation.

20. To improve personnel policies (faculty and staff) re-
garding legal problems, collective bargaining, and labor
negotiations.

21. To coordinate institutions at the intrastate and inter-
state levels (possibly including states outside the
WICHE region) to facilitate student tronfer.

22. To study certification issues for emerging health core
specialists.

23. To develop more sophisticated management informa-
tion systems to measure program and financial account-
ability.

24, To relate offerings more closely to work opportunities
at all levels: vocational-technical, undergraduate, and
graduate.

25. To develop more work-study opportunities in degree
programs.

26. To increase financial aid programs for students.

27. To improve and expand professional continuing educa-
tion, especially in veterinary medicine.

28. To use innovative techniques, such as automated
!corning and instructional television, in teaching and
research.

29. To provide in-service education for personnel and ad-
ministrators of social service and health core agencies.

30. To develop o rational basis for apportioning cost
between the student and government.

31. To provide opportunities for postsecondary education
to all persons (broadened access).

32. To increase efficiency in health professions curricula.

33. To make available well-defined information about
direct student assistance programs.

34. To evolve better methods for acquisition, control, and
dissemination of new knowledge.

35, To research American Indian education in the West,
including the stote's role, career areas, and financing.

36. To determine whot proportion of the total societal
resources can realistically be expected to be allocated
to postsecondary education.

37. To recognize the role and function of junior colleges
and vocational schools in relation to four -year insti-
tutions,

38, To educate legislotors in the proper use of new
planning and management systems and tools.

39. To assess continuously the dynomics of the forces that
shape postsecondary training and educotion.

40. To evaluate the importance of the educational envi-
ronment in relation to learning.

41. To relate offerings more closely to work opportunities
for all segments of the population, especially minorities
and women.

42, To relate offerings more closely to work opportunities
in the area of manpower forecasting.

43. To evaluate the needs of populations-at-risk (such as
the elderly) and to develop programs and train people
to meet these needs.

34

44. To recruit, retain, and promote students, faculty, and
staff from oll minorities (including women).

45. To adjust academic and nonocademic staffing patterns
so as to provide the most competent possible staff
when and where most needed.

46. To provide equal rights for women as students, faculty,
and administrotors.

47, To devote more resources to the health care fields in
order to provide low-cost or subsidized medical services
to the people.

48. To study the effect of the re oval of differential in-
and out-of-state tuition rates on universities and stu-
dent flow.

49. To relate offerings more closely to work opportunities
to reflect new technological advances,

SO. To evaluate the role of the university in society to
determine if the university is trying to do too much,
and, if so, to determine what the alternatives are.

51. To maintain quality education while increasing admis-
sions and hiring of minorities and women.

52. To clarify the role of postsecondary education In
helping minority groups attain social justice.

53. To improve and expand professional continuing educa-
tion, especially in rural social services.

54. To recognize the human qualitative aspect of the
educational process as well as the need for decision
making based on quantitative data.

55. To reform graduate education to emphasize teaching
and student research.

56. To remove politics and prejudice from determination
of postsecondary educational policy.

57. To study the present liberal arts curricula of western
colleges and universities in terms of the function and
purpose of education.

58. To reduce the students' cost of education.

59. To deveicp more sophisticated management informa-
tion systems to reflect the impact of postsecondary
education on student development and on society in
general.

60. To add programs in resource development.

61. To coordinate institutions at the intrastate levels
(possibly including states outside the WICHE region)
by developing a national student exchange system.

62. To provide adequate financing for community colleges.

63. To add programs in conservation and resource man-
agement.

64. To develop an orderly approach to nontraditional
education.

65. To revitalize extracurricular activities that provide
students with opportunities to work together, pion
cooperatively, and develop leadership talents.

66. To interest professionals in the quality of their respec-
tive professional schools and training programs.

67. To evaluate the publish-or-perish philosophy in light
of the knowledge explosion.

68. To improve organizational structure for administration
by delineating duties and responsibilities of students,
faculty, staff, administrators, regents, alumni, and
legislators.



To evoluote the role of the university in society toword
problems of economy in government.

70. To reexamine the rose of intercollegiate athletics.
71. To odd programs in consumer education and awareness.
72. To arrive at an understanding of how postsecondary

education in the West con contribute to the under-
standing of urbon problems and their treatment.

73. To extend community college curricula.
74, To reform graduate education to allow cosier access.
75. To promote institutional grants from the federal goy.

ernment based only on full-time equivalent enrollmentsin cosh institution.

Priority
Listing of

Needs

76. To emphasize the study of ethical standards of posh
secondary education,

77. To add programs in training for child core center
personnel.

78, To determine the pole of the courts in solving the
problems of postsecondary education.

79. To tonsider the special features that distinguishwestern postsecondary eduction from that of other
regions in the nation.

80. To eliminate or substantially reduce services and pro-
grams, e.g., university extension and student services.

81. To develop legislative control of postsecondary edu:a
tion beyond the area of financing.
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Dr. Robert H. Kroepsch,
Executive Director, WICHE

As was pointed out in the foreword, the events of
the last decade and the changing attitudes of students,
faculty members, and administrators have made the
future of postsecondary education unclear. Perhaps
more important, this unclarity has been amplified by the
changing attitudes of the general public, members of
the state legislature who represent them, and a host of
government officials who serve them.

In the midst of this uncertainty, WICHE quite
properly has its ear to the ground. In particular, it is
attempting to discern what some of its major constitu-
encies are thinking and what kinds of programs they
believe they need in order to meet the problems and
issues of postsecondary education in the next decade.
The WICHF, Commissioners, who arc appointed by
their Governors, and the state legislators are among our
most important constituencies. For this reason, we have
conducted Delphi surveys with each of these two groups.
But beyond this, we are gathering information from a
variety of future studies, and from the vast body of
information and data that is produced annually in the
books, journals, and newspapers of higher education.
We are concentrating on the West in this research, but,
as we look toward the future, we are paying attention
to the nation as a whole, for the problems of the next
few years are frequently too complex to be isolated in
one region of the United States.

En order to facilitate an orderly evaluation of these
sources of information, the MOW Commission has
created a Committee of the Future. White the structures
and functions of this particular committee are still
developing, it seems clear that the task of the commit-
tee will be to select problem areas where WICHE might
concentrate its skills and resources. More specifically,
once the committee has identified important problem
areas, it will try to identify concrete programs .which
could make-contributions to the solution of such prob-
lems. The Committee wilt evaluate their feasibility, their
funding possibilities, and whether or not WICHE should
be involved in their implementation, Finally,- the Com-
mittee w ill continuously monitor WICHE's programs
and evaluate their success and relevance.

WICHE's
Future Role

To those familiar with WICHF as an organization,
it will be clear that the Committee of the Future may
ultimately bring some major changes to WICHE's past
and current patterns of operation. The Committee of
the Future will be, functioning within the context of such
basic questions as: What has been the historical back-
ground of WIMP., programming? Are its current pro-
gram thrusts relevant? What kind of organization does
the Commission wish WICHE to be? Where is western
education going? Should WICHE lead or follow, and
how? Will the problem areas which are identified and
the programs delineated for their solution be within
the jurisdiction of WICHE as an organization? Could
the proposed programs be more efficiently handled by
other organizations? Are they related to the needs of
the West? Do they reflect the interests of WICHE's
major constituencies? A great number of other ques-
tions will also be considered.

At present, the WICHE staff is working with mem-
bers of the Committee of the Future to develop a list
of problem areas with high priority, The list will grow
as the Committee evaluates position papers prepared
by the staff. Moreover, the items on the list will shift
as events change the face of postsecondary education
in the West.

The Delphi surveys and the other studies and re-
search WICHE. has and will undertake over the next
year represent-a first step toward a systematic attempt
to keep its diverse and talented staff responsive to the
needs of the West,. The relationship of the Committee
of the Future to this attempt wilt be developed by the
Commissioners. This coordinated activity demonstrates
the -deep concern of the Commission that WICHE
always remain flexible and responsive to the changing
patterns of postsecondary education in the West.
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The small-group reports were consolidated into three
summary reports which were presented to the conference

participants by three senior WICHE staff members.

Dr. Kevin P. Bunnell,

Associate Director, WICHE;
Director, Division of General Regional Programs.

Robert L. Stubblefield, M.D.,

Associate Director, WICHE;
Director, Division of Mental Health and Related Areos.

Gordon H. Ziemer,

Assistant Director,
Nationol Center for Higher Education

Management Systems at WICHE.
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